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7 INTROOUCTION
, .

Somewhat over a year ago Teacher Corr initiated a pro-
,

,cedure to contract for the desigft of Inservi,ce Development

Processes which could be used by a total school facultysin a
. .,

'single school site, The end-pioducts'of the contr,trcts, it was
c. .

envisioned,.would be useful for designing the in,service com-

ponent of a Teacher Corps pro'ect. As well, the planning,

process itself seemed a -wea link' in overall strategies for
1

developing inservice: 'The materials, therefore, Might eventum

ally find a broad audience among educators beyond the Teacher

Corps family. In May, 1976, a Request for Proposals was is- '

sued. It described the background and issues to be covered

as follows.

As a result of receht legislative changes, Teacher Corps

has been directed to 4ndertake the mission of "supporting dem-
,

onstration projects for retraining experienced'teachers and

teacher aides serving in local educational agencies." Teacher:

,Corps views this new authority as a reasonable extenspion of the

Intern experience and requires that preservide and-ingrvice be .

.

conceptilalized as individual parts of a single, continuum of.'

p.rofessional development. Because oflimits on funding, and
c

because change theory indicates a,preferehce for thestrategy,

Teacher Cof.ps interns and teams are placedsp a single schdita '

-setting, and the regular staff of that school--teachers, aideS,

O
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and others (including'community aides and interested parents)--

are considered to be the retraining population. A project must

show how' it will effect thiStotal school staff through the

supplemental services providedby interns, direct 'retraining

programs, and,.community service effort -s.

The word, 'tetralnillg/ is intended to denote activities
7 g

which' are directed at improving the person's performance of

-assigned responsibilities through the provision of addltional ,

cognitive, affective, experiential, supervisory/advisory or

other learning inputs. Retraining may mean inservice, or the

two may be considered as strategies with the context Of 4E11

fessional development and/or 'continuing professional educ.gtion:

The terminology is less important than the concept which Stg-
e--

gests (1) a continuing improvement of teacher(and other pro-
;

fessional/paraprofessional) proficiency throughout the lifetime

,of tie practitioner, 12) preparation for additional responsi-

bilities'within the role than those developed during preservice

experiences, (1) reinediation and continued improving (including,

updati ) of_teaching skills, and (4) consideration of roles and

skills other than teaching (or classroom related) required for

the-successfl practice of the profession.
. %

.

.

, .

..

The purposes and motivation for retraining may vary widely
. ./.

"
. - ------7 .

within the Teacher Corps projeCt. SoMe schools may be concerned

with challenging a particular problem or curriculum issue, e.g.,
4.

_improvement of discipline,
ye.
upgrading of reading skills, ,faculty

cooperatioecommianication for policy making or curriculum plan-
/ x.:

ning, etc. These needs may have been developed through faculty
.

,
,cooperative_tlanning, directedeby central office fiat, or

2.



generated` by changes in:curricUlUm, social conditions, or'com -
.

Milnity desires. The impetus maybe either external or self-
.

. .

initiated by the person or the group. In and event, Teacher
t.

Corps is concerned with he total school faculty as the unit of

.

instruction and change through,the retraining process. Appro-
.

priate activities are, described -for each rold-group.within the

cooperating school, and necessary linkages.are designed with
x.

.,preiservice through the vehicle providled by the intern's program.

, Within this-group context, however, considerable attention

is devoted tQ meeting the particular needs of each individual

professional and/or paraprofessiOnal. As Rubin suggests, "Trde

artistry in teacher inService education is a matter of fashion-

ing expert performance out of the raw materials inher'nt in the
. I

'teacher's nature. The sine qua non of healthy-teacher inservice
.

education is to enlarge rather than obliterate individual dif

ference: , The inservice process, therefore,-,while contributing

to the quAlity and performance of the overall faculty and staff,

must be designed to assist each individual member of the, school

y

. .

group to'learn what is,needed to attain individual professional
.. \,

goaas. " %

. YI,he foregoing cons4erations suggest that the inservice
,

.
,

e- !
- .

,

,..

process must first evolve from an understanding:of the purposes
, <

.

and limitations' preservic, the' various, levels of certifi-.
.

...

cation of faculty Members (including the Interest of somein'
. . 4 ..'l

achieving cartif#ation)., and.the relative years of experience
..

. * ,.

of individdal faculty persons: If total staff involvement is
. x

o

to be achieved, considerable attention must be directed towards
,

., . .

y,



. ..
building a rOtual interest among the total faculty while prdvid-

ing

...

e".
for the various individual Obtivations. Inservice in the

\ .
.

.

\ast has been diredted :to more limited kinds of'Problems and

issues than. is suggested by this stance. .t*

,

From another point ofview, inserVice educ4tion is one meth-' .

od fOr organizatiOnage and development, but it is only one
, ,. .

, _
method and one _part7'.of an effective plan. Inservice, or pro-
.,

.

-fessional .ugrading, :IgUst be related to Some Sense of desired

institutional change, either in 'terms__ f improved student leara-

ing or variation in staff utilization (perhaps the production

of team teaching or ungrading, etc.). In order to develop

effective inseftice program, the school must have established

some objectiveS, for change, examined the institutional limits on._

change in.either 'program or structure,44nvolved- the. community

^

Y.

proposals for change (and as sources of information,and ex-

pertise), and considered the types of support required to bring
Y

. . ;

change about. Inservice then,becomesan important concomitant
I y

4, . \. '.

of the improvement of education for children within the school.
,

The inservice effort inVolves a number of organizans

beyOnd the school, even when the efforts at planning are school-

based. 'Perhaps the major interest group is the t ers associ-

ation or union which establishes professional conditions fOr

ticipation. The schoOf district bust Consider' trig, implications . °'

of the retraining both in terms "of retraininjg costs and addition-,

.il salary requirements. ,Further implications for the district .

include the effects on the_communit of moving forward witt) One
,

'school, even experimentally, pOssible changed relationships and

cbmmunications with the community served_by the school (especially',

7



new demands), limits on structural and/or organiational changes

imposed management styles ordistrict polkcies, and relation -

sips Witlji other edVcational organiations.-
)

The,State Education Agency (SEA) role is particularly sig-

'haficant in the design and,delivery. ottiRserviice.x-- An p6, should4

have a plan.governing-aPpropriate insi ervice policies and 'proced-
. .

,,

.

ures. Roy Edelfelt, in Rethinking-tInservice
.

Education (Washin-
-

tong D.C.:. National Edu&Ation Association, 1.975) suggests that

the basis and structure for deN'ielopment of a continuing educa,

tion Program within a state contains these'essentialelements:

1. A legal framework for organization'

2.- A conceptual frameworks

3. A design fraitework

: A support framework
.

,
Ott

Within this context he goes on to suggest that "an examination of
,

4

4_,-

new prOposars and plan,$ for continuing education at the local.di3-

.trict level might begin by addressing the decision-making process0s,
...,. . _ ,

.
.

the,relatiOnship of the plan to prOgram improvement, .the intended

,participants, the adequacy of resources, and the extent -of commit-
,

ment to teacher education."

The university schoca of educatio
.:. , .

Supplier of inserVice training,
0

usually through,cour'se formats or
.,.' --

the desig nidelivery of workshops to)_ eet district developed needs'.
. .

has been the traditional

,
_ 'Teachers rewiring -crtdfication'have usually found the institute

...
. .

,.
. ,.

.,_ for higher-edudatiOn (IftE) -lth.only source ,of state approved cre-

ditsl'even when the courses have Rot contributed directly to the

,,,

teacher's, perceived needs within the particular teaching context

Too often university study has led to-utheriprofessional levelS\ br

1
5.
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,

positions- -tr4ining for up and .out,, f'the classy:0°67= -rather than

Or)

7reinforcing .and expanding the techer"s Skills for direct'Anvolve4.

ment with students. W64e the'IHE retains an important role in
,

-
the design and delivery of inservice, the focus of power for

planning *rid designingprogramt is shifting to thq,lOca/ school

`distrig t the' organized, profession.

Indeed, the significant element in the plahQing end delivery
c; ;

-sof.inservice education is teacher Dower, emerging as'the'Organi-

4
zing element which may lead to a reconceptualization of the var,i-

>'

.ous'institutionaloroles. Important
.

issues ielated to Eeacher

power Include motivation for inservice, remuneration or other re-

wards (including'inService time scheduled during the regular. pro-
. - , .

fessional day),, and implications on staffiroles, promotion , etc.
, 4

Perhaps the 'least appreciated a.specitof inservice education within.

the emerging'field of concern is the importance of considering the

teac er power issue and/or of facilitating teacher-cohtrolled and

idireCted inservice efforts.

Whi's general backgrpund succinctly describes a number of
" es.

issues which Teacher Corps seeks to challenge through this pro-
,

:

curemeritt While the general focus remains on the improvement of
..11.11,

_
0

.
0 0 '.4.0

a total faculty through inservice, in conj-unction with the train-
.. .

ing of teacher-interns, this proCess must Joe considered in light
N.._,...-

of the communities and institutions which' form the support and
,-Aa-i. ,..w.hcontrol systems impinging on the individual school,, inclut.n"a'"tnie."-- '

. SEA and the IHE's.
\ . .

'At this juncture, Considerable deffort has been devoted to
. A

. s

the
%
study of the inservice problem_ universities and professional

6. 9
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associations. A small body of theory and viable practipesdhas

emerged, and a r4her considerable literature onthe Subject is

readily available. In addition to.theory, this study of ilNer

vice has dealt with problems, issues, various organization and

power roles; recommended procedUres for planning policy 'and/or'
. -

programs, and-the relationship of various innovations(e.., teach-

er centers) to.fthe development of inservice programs. The study

has considered the roles of the SEA, IHE's, teacher agencies,,

. . .

and, to a lesser extent, the community.. While some attention

.. .

has been devoted to aides, paraprofessionals, acid community vol-

unteers,' these persons.have been Tess well considered than teachers;

In spite of this theoretical/research base, there are only

.1.imited strategies and operating Principles for planning and de-

livening inservice education, especially program's which arete4cher
4

power based (i.e., designede motivated, administered, and evalu-

ated by teachers) and which are concerned with the total faculty

...,N,

of a school. The relationship of the SEA, IHE, community, and
fr ,

,-:

.
.

other organizations to this kind of approach remains un4ear, and
.. -.the prolems of teacher motivation have4been expl/catNed,but nopu

dealt with.. In this context, Teacher Corps project design groups,
--.

. ,

aimed at the demonstration of new and viable programs and prodesses,
/

, . .

-find thems?lyes lithited xr resources for project'p] and de-

r`velopmeni., and a ifical need emergeS as guidelines for the pro-/A
.

. .
1..-

ject;to-,use in the development of inservice programs within the

.1 .4

.

cooperating school.
. .

-
It was anticipated that each contractor would design a pro-

- .

ceduxe and set of immediately usable materials which could be'

-et

4
1
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distributed to interested single-school faculty groups and would

deal with some or all Of the following general questions related

to the planning of inservice:

What are, the purposes of inservice educatift?-

What models and designs (power Models, organizar-
tional, designss, -delivery models,,tc.) are useful
for' development within the total school context?

How do differences in understanding about the
functions and purposes of inservice edUcation by
Various concerned groups (SEA,,IHE, school dis.4
tricti teachers'associatiOn; community, students,
etc.)affec4 -the selection, design,,implementa-.
tidn, 'or usd of various models, procedures, etc.?
(Consideration should' be giVen to the differences
in viewpoints of vested or-non-vested interest,

inservice
f

groups.) .

How would an pl nninglinroup use pres-
ent theoretical bases,.research, and extant,
prototypes in arriving at a situation7specifit
plan?

What functions can interns perform '(or what roles
can they play) in relation to the inservice ab7
pects of.the

i

Teacher Corps project?

How can the LEA, dr the school eitel'collaborate
' with the SEA, IHE, and other inservice resources.,
especially community- resource's?

What incentiVes are there within the local situa-
tion fot inservice, ,and how' canthey-,be exploited?

How can the inservice be a true continuing staff
development effort by ponsidering the various lev-
els ofteacher experiehce and certification (deSpite

-a relatively fla't career mode)?
.

Hqw,can the inservice consider not only.teaching
and classroom related behaviors but also the other
roles required 'of teachers and'Other staff members,

.i.including/professional group member, planner and
policy'maker, learner, citizen, and community
member? .

The Four Contracts

As ,a result of the ,procurement effortfciurf.contracts were'
0

awarded. -Each-contract. represented a cooperativeeffort between ov"

a local education agency and an in4titution cf higher education.

8.1.1
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'Other organzations relevant to -the inservice, effort of the

particular contractor, were included aS partnerS in -the lat

Usually, -the teachers organization was heavily, involved in the

design effort, and sometimes parents or students were included.,

All contractor were responsible for assuring the review of

their materials and,planping prbcedures by a tOtaschoOl faculty

in a'single school site; nbt so much for validation, as to ip.Sure

that the materials spoke to faculty interests andneeds in a rea-.

sbnable way. - '

The contract period of performance Was initially to six
a-

,

montl-cs, Aut the wo&proved,too complex* for such a short period

of timeandwas extended to ten months. During this time the

contract directors met twice as a grobip to share ideas and to
. .

report' progress. 'They were also able to attend a number of Teacher

;Corps events, related to inservicd planning. The experience of the

contracts became a rich one both for the contractors
---------

erCorips planning efforts.

-Each contraqt proceded Ito undertalce the tasks in quite dis-

'
tinctly differlt directions, andthis independent approachy-

_reflected in -these reports. Ea0-1 of the four had been selected

because the sites offered contrasting considerations bf what

wer6 believed to'be some key factors,. For:example, two contracts

were awarded to-Teacher Corps sites (Fordhamand.Western)Waaing-
,

ton) .- 'Although Arliii-gton, Virginia, ha'd-just'been funded, the
*

district hgcrno previous experience with the Corps, and Washington

_West 0.7ermontrhad never.participated in a Poject. Two sites
o

were rural (Vermont 'and-Western Washington); two were urban

r 1'

12 N
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I

(Fordham'and'Arlington). Two prime contractors. were school

' tricts..(Arlington and Vermont) , and two were institutions of high-

er education (Fordham sand 'Western Washington. Teacher brganiza-

tions were heavily involved in two projects: the UFT with Fordham

4

and the NEA with Western Washington. Uhlie there was contactand

.. occaskonally,assistance from the local and/or 'national'organZa-
, .

.

tions 'with the other two4 contracts, the relationship was less en7

demid to the success s-Or-the ventures.

Summary of Each Report

A brief summary of each contract's outcomes follows.'

Arlington, Virginia Public Schools '
426 No. Quincy St. Arlington, VA 22207

MODEL FOR SINGLE SCHOOL STAFF DEVELOPMENT PROJECTS.OR PROGRAMS

WITHIN A LARGE URBAN SUBURBAN CENTRAL SYSTEM
#

The inservice planning guidelines, project management proced-

ures, organizational structures for teacher and.community involve-

ment, and the initiation/implementation/incorporation processes

suggested by the Arlington report and:models for single-school

Teacher/Corps use are based on the fpllowing community and system

characteristics:

- large urban-suburban system with a wide range.of,
central resource, 'individual sdhool organizations,

and.diverse student/teacher/school needs.

- rapid changesin the nature of the,student pppu-

lation in terms of languages Mainstreaming,.skills
-development and career preparation needs.

/ - active community interest and involvgmen't in

. .school policy and decision-making thIough an estab-

lished standing and ad hoc committee and

netN k.

active teacher participttion and involvement in
' 'parallel-ad hoc and standing committees ,for deciS-

ion-making.and information Oaring on. the single

school and system levels.

4.
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- the use of annual school plans and school board
goals at planning tools for impleaenting system
and, school based staff development...Apr curriculum
developTent projects;

:-- a built-in staff development vehicle in each sys-
tem-based and-school-based program or area of
specialization to deliver service to the single
school site or classroom;

recognition of a need to distinguish between
school-generated and mandated goals and inservice
and to.face the realities of shrinking financiai
resources for supportin(j. inservice activities. p

In addition to emining the componentsof traditional forinal

or informal planned, inservice activities at a single school site,

the report and models emphasize a concept of continuing stalff,de-
.

velopment which can emerge or evolve from active teacher partici--
4,

pation and involvement in curriculum development, t tBook selec-

tion, policy making; program planning, decision making, r lats-.

room materials development activities on the single Ahool.and

system levels. Groups who propose school based i/nservice/preser-
-

vice 'reacher Corps proiebts based on the ArliPigton teacher and

community involvement process models have the following resources .

--%. . .

to use as guides for their individual-single school planning par-
...

poses:

PART I: CENTRAL SYSTEM ANALYSIS
J.

An analysis of a central sys*-Eem's organizationand'resources

in terms of As impact on single school staff development program.;

and the 'impact of single school programs onthe system level.

Topics discusses include: annual school plans; school board goals;
4 .

influence of reorganization; The Teachers' Council on Inst ction;.

Teachers' Innovative.Fund; surveys and resource files; Ve role of

curricUlu[4, media, resource, or program specialists and coordinators;

........

.
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the influence bf cbntact teachers, ,coordinating or ad com-

mittees; impact 9f career, human relations, bilingual education,

-

special education, humanities, volunteerAnd state or federal

-Speciad prdgrams on single-school staff programs.

PART COMliONENT PAPERS

The Rolejpf the Principal is based on obserl'ations and per

ceptions of ten principals, each representing a different level

and form of school organization.

Decision- Making discusses a variety of decision-making

-91PINgt

processes, examines factors affecting levels of teacher partici-

pation,'outlines a variety of roles and structures fot decision-
.

making, and places emphasis on the differences between mandated
, -

d self-generated goals and how they affect teacher.;decision-
.

aking,

Incentives discussesteacher participation in inservice,plan--s

nd implementation and thei organizational structure as a/1,in-ning

centkve and list's over 80 specific in-Service incentives cited by
_ ,--

joe.....%ystem personnel as contributing to the staccess of school programs.

Collaboration addresses mutual needs, participants' roles,

authority and, governance, implementation,rand evaluation needs and

activities and describes actual experiences with state education
.

agencies, institutions of. higher edudation, civic and government

agencies, community, business and volunteer groups' in cooperative

school_ based programs.
.

Problems lists and discusseS a variety of inservice,problems

associated
,

with time, money, apathy, interest, confidence, admin

istrative support, staff.leadership,abilities and expertise, plan-

ning, organization, and management. 'Other sections deal with a

15
12.



4)

total gChool.inservice program which failed from lack of teacher

and community involvement in the planning, and 2) a Teacher Corps

Project currently in operation 14.ithin the school system.

///-- PART III: HYPOTHETICAL MODELS

Hypothetical process models for initiating preservice/inser-

vice Teacher Corps Projects at a single school Site are designed

for elementary and secondary, school staff use baSed on the Train-

ing C lex and the Interdisciplinary' Approach frameworks. Each

model outlines processes for in-school proposal design and writing

and guides for Community Steering groups to use during the plann-

ing consensus, committment, decision-making and implementation
.

,stages of project design and staff Acceptance procedures. Both

models suggest 'using thelibrary or Media Center as '"a base, of oper-

ations, a strong project newspaper, ways to involve interns in all

school and professional activities, ways to overcome "substitute
D

syndrome," on site IH-E coursewtrk including.a management/hands-on

course for project staff and key school personnel Ihd a method for

holding aSeries ."Bounce" sessions to glin Staff,administratiye,

) and community support in advance of project implementation.

The elementary model, PRESERVICE/INSRVICE EDUCATION, is based

on an,open concept school organization characterized by active

teacher involvement in a vertical and horizontal committee structure

for staff and curriculUm development purposes. The theme of the

$.

hypothetical project revolves around a tptal school effort to imple-

ment a new writing skills goal and a schoof-cOi6Unity. "Planning fdr

theFuture" program.. However, the model can be adapted to any school'

organization or for implementing other school-generated goals.,

13.
6



The secondary model, BASICS: 'LIFE AND SKILLS TEACHING, sug-

gests ways to teadhithe fourbasic academic skills of reading,

Writing, computation, and study-across disciplipe lines. Featured

aspects of the project include buzz gr.oups; "Four and One" and"

"Buddy" group needs assessment and.material development activities;

community skills enrichment days; And speCial intern study and,

skills development activities.
-

(k,,
:it'Most suggested processes and guidelines for implementing'

, A

oTeacher Crps projects contained in each model can be used at either V
,

.
,

the secondary or elementary 1evelstand -many of tie proposed struc-

tures, workshop topics or inservice activities, could be conducted'

by'a school staff without outside assistance.
r

Fordham Universitys,.
Schoollof Educatkpliat Lincoln- Center
New York, New York 10023

THE URBAN INSERVICE EDUCATION EXPERIENCE

-The papers in this volume emerge from the expetience of

Fordham University and the AngeloTatri Intermediate School through

their Mutual efforti to estandist an open-space school in a highly

complex low-income neighborhood of inner city New York. -No planning

model for inservice, as such, emergea,from the volume btt the col-
..

lection of papers prepare the reader to understand the process in-

volved in developing programs under conditions of organizational

change and °the imPleMentation of new programs and concepts of educa -,
"

tion. Close coordination with the union was maintained throughout

the contract, and papers reflect a clear understanding of working

with theq%achers' organization as a collaborative partner. The

approach is' Clearly aimed at big city, open'space, collaborative

17
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inservice experiences and would be of particular' interest for'
A

persons working under these kinds of conditions. 'Others, however,

may find qluable suggestions from the recording of experienceS as

one faculty developed rapport and self-initiated efforts. The
AP

,

following topics are-covered- by the study:
.

Acknowledgements
'IntrodUction . ..

Collaborating in InserviCe 'Educatiom: A teacher's.perspectives
Changing and Emerging Roles in Education: The role of the

superintendent -

Some'Second Thought : A deau's reappraisal of the university'
role in inservice education,

$__,/ School-Community Infer ction
Open Education as an A ternative.,
Designing In'ervice Education
Adapting College Courses fOr On -Site, Teacher Education
Professional Staff Needs Assessment: A discrepancy analysis
School Design and the'Educational PrNc'qss,
Lake Como to Frost *Valley: An inservice 4,LifeShop"
Students' Role in Quali.X.y Education
Tlie School-based Trainer of Teachers ,

Curriculum Development: Ifs,go ls and strategies
Incentives.for Teachers in Inse vice Education
The Supervisor as School Instruc ional Leader
Teacher Evaluation: A teacher ionist's view
The Urban Missio f-the Univer, ity
Contributors

Washington Wegt.School District
RFD 41Box 53-E1
Moretown, Vermont

A.RESOURCE GUIDE FOR INSERVICE TEACHER%DUCATION

Materials consist of a manual ,organized in a loose-leaf note-

book for use ,by teacher groups irk planning inservice. Short sub-
,

stantive narratives are'followed by practical do-it-yourself exer-

cises which help teachers plan and develop !inserviee educationm find

resources,'use outside assistance, and understand the many poten-
%

tial functionl..of inservice education. The model presented is es-

-sentiially a straight-foryard approach to planning beginning with

15. 8
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ne0s assessment and continuing through delivery of inservice.

Use of informal models is stresses. Emphasis is placed on the

special conditions of rural schools and rural teachers, although

the materials are generally useful, to others. No special inser-
.,

vice cobrdinator would be required to initiate activities within

a small qingle school site Topics covered include the following:

Introduction
Types of Teacher Inservice Education
Needs Assessment-Introduction

Teacher'Needs Assessment
Needs Assessment in a Curriculum Area
Schoolwide Needs Assessment Strategy

Meetint and Workshop Format
.Incentives
Patent/Community Awareness of Inservice Teacher Education
Release Time Models
LEA/IHE Collaboration
Funding fbT, Inservice Education
School, Board Awareness,
Governance
Administrative Support
Negotiations and Inservice
The Role of.the State Department of, Education in Inservice -

Rural Teacher Centers
General Appendix

Western Washington State,College
Bellingham, W.A. 98225

A GENERICMODEL FOR INSERVICE EDUCATION

Included in the materials are a monograph, slide-tape intro-

ducing the planning model, and step-by-step procedures permitting

a faculty to design its own inservice program following the steps

in the model. Several scenarios are provided which are, intended

provide concrete examples of effectivei ut different, inser-

vice programs that could be developed under the rubric of the'

Osanning process.

The planning model is envisioned as taking, place in a three-
.

phase Project. The model is presented'schematically in Figure 1.
f I
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'The initial phase is the dtermination of purpose for thee.. .

local,inseryice-grogram which avolves two--considerations: the
t

definition of-purpose and the analysis of Limits. In the "Process

,

Guide for the Initial Planning of an Inspryice Program," which is

one of the materials accompanying thi 'monograph, there is a set

of tasks to'be used by a local grd p to accomplish the determina-

tion of purpOse. This set Of rocedures will be referred to as

Process A.

The second pha e of the planning process is the deign of

the program, erements. This part of the planning process is donet.
N.

co , .

by.a representative committee wbich utilizes the information ob-
-----__:;>' ____

tained 'in Process A. The committee proposes a plan for inservice

based on the general definition and purpose.< This"phase is called

Process B.

The third phase of the planning process is an evaluation
. .

scheme which is designed to.be used by an external evaluator who

reviews not only the agreed upon plan, but the planning process as

well. This phase is referred to as Process C.

The generic model for inservice education and the planning

process which utilizes the generic model attempt to provide a local

team with a conceptual frameork and a step-by7step procedure which

will lead to a local, site-specific inservice education program.

The variability of the programs from site to site will depend to a.

large degree on the local purposes which will determine the charac-

teristics of the actual program. The va1#e of'the planning process

will be judged in its ability to assist the local team in preparing

a program which is internally consistent, that is,,a program which

rrs! 2o.



has clearly stated purposes, and procedures whicW_ardlikelY to

. achieve these purposes.

A number of general conclusions emerged from the reports and

may be of. interest for future.inService planning. First, teachers,

as central to the inservice process, will become involvedin

ning and developing inservice to meet their own needs, but they.
.

will reject "outside" programs1-"laid on" by districtS or institu-

.

tions of higher edupation. Each report; while more or less -adapt-

able to other areas as it stands, nevertheless clearly reflects a

Particular set of political and organizational factors within,he

environment from which it was created. In other words', inservice

planning is rather stroulgly dependent on the particular milieu

of the planners. Although the contracts were selected to reflect

factors considered to differentiate amongSites, the materials pro.-

duced by each contract have applicability in situations not defined

by ths4--f-actors. For example; the practical exercises developed
.%

,by Vermont would be found useful in urban or suburban settings, as
4\

well.' The role of the institution of higher education em ges as
.

one of potential service to the sChOol faculty through the vehicle
4

of collaborative planning, rattier than the traditional one con-

trol of coursework and credits.

The conclusions of most 'interest,concern-the definitions

approaches to inservice education and its'conditiOns. Each con,-

tr*to't defined and structured inservice differently. For examp\].e,

Alingtpn developed a model -type program, based on the use of enor\
\

mousresources from the central office of a complex system, showing.
,-'

18. 21
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how the individual school can plan for itself and make use of these

resources. Westerti Washington developed careful linkages between

the local education agency and the institution of higher education,

thus reflecting a somewhat dependent relationship betWeen these,
o

organi.zatbons as co-equal, collaborative partners. ,Fordham stressed

the articipation of the university and the professinal,organiza-
,

. .

tion in-a school_chanqe plan; as the school was moving towards an .#I -

.open edvation environment, IDA required skilled as4istancefrOm

the university. Vermont placed the local faculty,squarely in'the

center of inservicesplanning, seeking to strengthen theabilityT401,'.

the teacher group to negotiate with both the local board and/or

C 1

universities (or others) prepared to deliv &r services. The implie-

cations for the future of .inservice in this respect are:interesting.

Many models, of,power brokerage appear able to lead to effective

inservice planning, The key element, however, emerges as the indi-
..

,

vidual faculty'tf.ability to develop its own stance and to'collabor-

ate as n informed and co-equal partner in the planning process.

No development contract ever answers all needs and solAres all
4 .

problems, and so'it si with these contracts. SeVeral areas require
1..

additional attention. For example, the work on_needs assessmdht

for inservice was limited in each report. This condition Could .

have reflected a feeling that the.subject has:be*n heavily stressed

elsewhefe and it was important to concentrate on ether aspeetstof.
.

)
, -

-planning. But insitniice ,needs were not sufficiently related to

the needs of children within the participating school-or based on

a conceptualiz,ation of educational progress through the system. ",A _

:''!cliild,study", approach to needs analysis_ arid inservice desigri_re-
,

mains an.important next step. Users 9f these reports may want .to

\:\\.9
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explore this area. A

I ' t

It had been hoped initially that models.of inservice planning .

would emerge from the contracts. A model in this respect was under-

stood as a'finite set of procedures or elements defining the area
. .

, ---.......,
. 1

of CancernaccomDanied by requisite materials, %Mich would permit

a

.

,..., _
,

more or less step-by-step definition of planning activities,
v

usable by a total,faculty within a single school site It was. hoped
.

,P

. -,

that inservice design could be generliaed into some number of .

e

comprehensive and repliciable alternative formats. Indeed, such models

of inservice planning did not emerge from the ,contacts, and it

seems -too early in,the state of the art to have held such expecta-
N

tiaras. Each contract, however, did analyzaandagesent a process
- ,

and materials which can be adapted to any single school site although

the nature ofv-the-model. will be governed by the design of the adapt-

Re ders of these reports, therefore, will find gdidelines,

materials, suggestions for procedures, and various sets of steps

for planning inservice, but they will not find a model per se of

the ,inservice process. The reports will provide support for local

site planning and initiative. Specific materials or exercises May
4

be selected to fit the context of'a school initiated inservice plan

based on faculty established needs and objeves From these per-

spectives, the reports shoUld proVeto be extremely useful. A cross

'reference,subjdt guide follows. this introduction.

A fel low-up actiih.i'y is planned for the Inservice Development
J

Process prOjedt. An6t'her Request for Proposals-..is being prepared

and will distributed to X, XI, and XII cycle Teacher Corps sites.

The purpdige'of this second procurement will be to encourage adapt:-

(a ons of the procedures and materials.in these r,eports,:to permit

2Q. 23 N,:
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analysis of the inservice planning process, and to develop prin-
,

.ciples of organ#Ational development related to i service planning.

Related Inservice Planning Efforts*

There N a healthYP?oliferation of bro-ad-based activites

taking place around the nation related to inservibe education --

examinations of the state of the art, need%, planning processes,

criteria for programs, alternative delivery systems, networking,

to name ohly a few. A fair summary of such activities would require

time and space not appropriate to.lthis publication. Whit follows

is a sampling for the reader of some-of the major efforts that

are considering crucial problems and challenges facing us in in

service educatiqn.

lot

. Current Teacher Corps projects are focusing'major
energies on demonstrating programd for .retraining
experienced educational personnel at their school
sites. 117 projects aOioss the country are indivi-
dually, to the new Teacher Corps retrain-
ing and aemonstration mandates as wSii,as integrat-
ing preservice preparation into Elaborative prog-
-r-ams that meet locally assesse needs. Each project
eRperience as well as the co ective experiences
of regional and national etworks will contribute
a large number of testes approaches and data to the
state of the art as w 1 as offer new directions
for the future.

,. In addition to ocal project and - regular regional
network effo ts, Teacher Corps is supporting a .

number of/special, projects in the-area of, inservice
.edUcat . This publication is a Firetentation of
'fina reports from one "'of those_proj.ectE: A request'
fo proposals to implement and evaluate the' four
nservioce development processeS-presented herein

is currently in process as_a second phase to this
fort.

. The Far 'west Teacher Corps network is presently
coordinating a series of activitles in the area of

* This section was prepared by Bairbi Oldsted

.10
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retraining teachers. A conference in 1975 resulted in a
Major PUblication,AethinkingAInservice Education,lthat-
has.been distributed nationally. The network h*s 'proddc-
ed a pamphlet presenting 29 criteria for examining local
inservice Obgrams.2, That and a forthcoming book entitled,
Inservice Education: Examples of Criteria and Local Programs;
integrate' the results of a Wofk confe*ence .held for mem-
ber projects and professional organization representatives
in 197.6.,

4

. A third effort sportscred by Teacher Corps is the Natidrial

Council of States on Inservice tdupation. The.Council was
created to provide -a way for states to examine, discuss
and disseminate information about inservice goals, train-
ing materials, and retraining strategies., There are presently
17.states involved in the pltoject: Arizona, California,
Colorado, Florida; Kansas, Kentucky,,Michigan, Minnesota,_
NeW_Jersey, New York, Ohio, Oregon,. Pennsylvania,. Texas,
Utah, Vermont, and Washj.ngtoh. Liaison representatives
from A.ATE,AASA, AFT, ATAF*gEA, and Teacher Corps Networks
are'also involved with the discussions and committee meet-

.The Council-conducts leadership training activities
for its me e- states, publishes, a monthly newsletter
entitled INSERVIC , 1 publish, monographs on inservice'
education issues \that' are terest to State education

State- Action for InserVice Education, the proceeding's of
.. onagencies, and has conducted a nati

which will be available shortly.3

. Teacher Corps in cooperation with the National Center for
Educational Statistics hassponsored a major study on In-
service Teache, Education (ISTE.) cpordinated by Bruce Joyce
and Lucy Peck. The primary purposes of the study have been
to determine data needs in the area which could be used

as a base foi. successive studies and to cdnceptualize ISTE
in such a way that Teacher Corps and the bkoader edubational
community can more-effectively guide its activities. Data >

has-beem.gathered-fom existing- literature, "experts,"
and participating role groups, in ISTE v14questionnaires,
interviews and jiterature searches. -Five monographs curr-

ently are,..availab,le on I. Issues to Facel,,II. Interviews:
Perceptions of Professionals and Policy Makers, III. The
Literature on ISTE: An Analytic Review, IV. Creative Au-
thority and Collaboration, and V. Cultural Pluralism,and
Social Change.4' As a second.phase to the study, teachers

,

Rethinking Inservice Education - Roy A. Edelfelt,
National Education Association, 1975

.

2lnservice Education: Criteria_ for Local Programs
Fa' 'West Teacher Corps Network 1976 .

3From the National Dissemination Center at Syracuse University

Margo Johnson,

Roy A. Edelfelt,

4 .
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in Teacher Corps project schools will be asked'to respond

to a questionnaire on theirNneeds.and interests in inser-

t vice education. That is scheduled for all 1977. d

. The fiye year experience of the USOE Urban/Rural School
'Development Program provides considerable data on the

effects of formal joint (parity) efforts between schools
ana committees toward training educational personnel-,.
serving children in'low income communities. This program
was A bold and early step forward in inservice'education-
-al personnel development. The first phase of the program
(23 sites) is Teported by,Tames Terry andRobertHess in
aJanuary 1975 publicatiOr-entitled The Urban/Rural School .

DevblOpmentIrogrant: An Examination of'a Federal Model
for-Achieving Parity Between Schools and Communiltke`s.5

. The National Ins'titute of Education-is supporting a number

of efforts that )include inserViceeeducation compOnents in
an overall program of utilization orresearch,and develop-

.
ment. As one of those efforts the National Education Ass--
ociation is working with 6.0 loca4school_districts in 12

states tq help- teachers make effective use of R &6 based

inservice training materials. A national clearinghousevof
informatiolvon materials (with an "800" telephone number")

and corresponding system of state facilitators is in the, ,

initial stages of operation linking cragSroom teachers
and their self-determined needs to usable research based

training products.

. The Group on School Capacity for Problem Solving in NIE
'supports a wide variety of projects many of.whIch are
focused oninservice training within their local contexts.
Examples oftheseprojects are the Minneapolis Teacher
Center Extension Project which is working with a number
of i(ublic schools and the Univ4sity of. Minnesota in staff
development; An Exchange for and about Teachers' Centers
which has organized an informal support networkof tea-
chers' centers acrotg,-the totntry, and Extending SollOol
Capacity for Self Support of Open Education which4supparts.

f

N.Y.-Gity open education teachers' staff, development ,

through an advisory approach and...&4'workSEop center. Each

of these projects is exploring alternative modes of in7
service education'by developAngliocal problem solving,

capacity.

Some additional resources of potential interest'to the -reader,
42*.

each the product of a get of activities exploring aspects of inserv-
-

ice education, include the following:

5
Available from the School of Education, Stanford University.
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National Symposium: Critical Issues in Teacher Inservice Educatiori

Louis Rubin
University of Illinois
1975 -

Teachers Designed Reform in Inservice Education

Roy A. Edelfelt v.

Margo Johnson :

, January 1977 (final report to grant from
National Center for Educational Research
and Development, USOE) -

Current Perspectives and Evolving Trends in Inservice Educatibn

1

in the United States'

U.S./OECD ForUm'of Education
Organization Leaders, .July 1976 ,prepared by
Kenneth R. Howey

Curriculum Development Through Inservice Education(forthcoming)

Association of Teachex Educators
,

Visions, Protptypes and Models in Teachers` Professional QroWth

(forthcbming)

National Council of States. on InService
Education prepared hy.Douis Rubin

*******************
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In Appreciation,- ,
&

,

.

The success of this contract activity depended qn the efforts

of a great many persons: The contractors and their staffs expended

enormous, effort in planning, studying, and reporting-inService act-

,iyities and developing materials to reflect their approaches to

Some, difficult problems the field,. The leadership and support
10,

provided by Bill Smith and Jfq Steffensen facilitated the design

and monitoring of the project arid, indeed, made working on it a

pleasure. Ellen Balko, the contracts offiAr, was especially help-

ful with th e iness of management of.thi complex activity.\l.

Bambi Olmsted, my colleague in the Development Branch, has worked
4

. closely with me, especially during the later stages of the project

and on future plans,,and she will provide continuity by assuming

responsibility for, the next, phase, as I move from the Office of

Edu ation to a farm in Missouri (the better to cpntemplate inserviCe

. is ues while developing a homestead operation). And while a great

number of persons contributed ideas, suggestions, and comments
ti

to the project, my continuing,dialogue wrth Dave Marsh, Assistant
,

Professor at the University of Sbuthern,California, has provided

wisdom and necessary correction to my jUdgementS Ehroughout this

activity. 4

At the completion ot'4he,teports a panel of persons was

assembled to review therictracts as a whole and to recO end
/

. .

probable uses of the ehd-products and.plbte-next-steps. The
..

efforts.of-the following persons in thi-S-.,respecalt are_a preciated:

Gwendolyn Broyls, Jerome Clark, Kenneth Howeyj ElAine Long, Dave

Marsh,.-Ihna Nuernberger, and-Bambi Olmsted. -------
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Walt Le Baron
Prooam Specialist
Developmept Branch
Teacher Corps

May 1977 .

O
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*****************
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A Cross Reference to Major Topics Covered by the Inservice Development Process Reports
Prepared by Dave Marsh

. r

I. General Analysis of
Inservice (definitions,,
overviewing rationale,
types, historical con- '

text)

I. Planning Models

I. .pmponents of Planning
14.Odels

- Governance /Collaboration
(decision making)

tw,

Funding/Resources

including. roles for:

- teachers'

- teacher organizations

- principals

- school district
administration

- school boards'

- state departments

- IHE's

- community

ARLINGTON
I. PUBLIC
SCHOOM

Introduction

FORDHAM
UNIVERSIrf

WESTERN
WASHINGTON

,STATE COLLEGE

WASHINGTON, WEST
PUBLIC

SCHOOLS

133 -231, ,.(see

especially the
PIE Training
Complex)

43-52, 59-60,
64-75, 9.3-106,

142-162

107

53

42-65, 112-114,
219 .

220

54

101

103-105, 171

71 -75

9-22, 33-46

220 -238

11244',

205-219

23-32

17-18

15-17i 33-46,
82-102, 239-
249

47-59

GM 4-6*, 10-11,
- 13-15

af4.:-55

lB whole
RC-whole

GM 11.-17

PG 14-15

GM 17-18
PG 21-22

4

GM 15-17
PG 19-20

GM 23-24

3 0

2237267-

(note: empha-
sis on rural
teacher cen-

ters).

180-183,
200-212

118-147

ti

171-175, 184-
185, 189-199 .

170-179

136-137, 213-
222

96-117, 130

72-81



-TOPICS

ARLINGTON
PUBLIC

. SCHOOLS

FORDHAM
UNIVERSITY

WESTERN
WASHINGTONWASHINGTON
STATE COLLEGE

WASHINGTON WES
PUBLIC

SCHOOLS

Establishing Purpose

(including:

-analyiinkorganiiational
and political situations

-r'14ating rsTt to

. conception, of teaching,

schooling

Conducting Nee sI .

4ssessment/Defining
content

'Defining Instructional
Approaches

Staffi (including use
of loc 1 talent)

Incentives, rewards
for training.%

Released time

Training Materials

Evaluation and
Monitoring

IV. Case Studies

Planning/Conducting
`ISTE

'

1-40, 64745,

133-174 '

Part IV (under
separate cover)

ti

56 -58, 76-92,

166-170

106-107

Part IV (under '

separate cover)

114-131, 133-231

60-70, 123-133
'149-160

103-122

75-78, 82-106,
161-174, 175-

191

51-52, 161-174

192-204

220-'238

entire
monograph

GM 9-20
PG 8 -13, 16-18

GM 21-25

GM 25-26

PG 25-26

GM 26-27

GM 18-19
PG 23-24

CM 28-29, 44-59

GM 31-43

GM Genetic Model

Monograph

IB Informational

Booklet

PG Pjanning An

Iniservice

Program. A

Process Guide'

22-52

t-21, 53-63,
186-188

5-7, 82-90

64-71

148-169 *-

k
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A

PREFACE

In the past few ecades, American educational gOals and
trendshave Chan ed like hemlines fromone extreme to
the other. Goals for the fifties sought conformity',
structure, productivity,, speed, technology, and spetial-
ization. The sixties demanded relevance, concepts, freedom,
creativity, and humanisM. Now, in the'seventies evaluation .

haS set.in. New words, ,new goals, new dema s include
accountability; comm4lication, synergy, dis 'pline; Skills,
liberation,, ecompdtence and control: Perhaps thgajok

betweenetween the fifties and the seve ties is that
these nev, often diametrically opposed tken and goals
are ,being defined, not from a Delphian'"above" but from
throughout each of the various segments of American
society.

As is often the case, extremes set the style. The Coleman
Repot has surfaced to say the home, not the school is
the critical factor in most student success. SAT's have
fallen. Newman 'says language has deteriorated. University :.
,students are demanding money-back gaurantees for course
work. Taxpayers are closing down schools rather than fund
what they perceive as incompetence. The recent NIE report
on innovative federal funded education shows little or
no evidence of institutionaazed incorporation after
federally funded creativity is withdrawn,. At the same,
time teachets are forming one nationwide voice to seek
professional standards, power, status and compensation,
the consumers deMand more and more individual service
and accountability from their local, state, and federal
employees. In the same actions, most insist on local
control, ethnid,. cultural, community and individual iden-
tity, efficientbudgeting,'effective management, equal=
rights, and special attention.

Just as broad national goals tend to fall intoimplistic
categories, so doesiolame. It seems current blame has
shifted from individuals, countriesr, or.events,to pro-
cesses, styles, phenomenon,_organizations or even cities.
'Pew organizations do not -lave the phrases "the system",
"dehumanilation", "communication- gap ",, "bureaucracy ",
"information overload", "overlapping goals", "Future
Shock", or "poor management" in their grab bags of
explanations for not reaching stated goals. WhereaS
two decades ago, change and new information were viewed
as progress; today change in the seventies is often
seen as pain and the intended beneficiaries 'as victiirsq.

33
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Ironically, the catchall solution most offered for the'
national problems of education is edOcation,of studentsm
teachers, organizations, or members of the community.* 1
In 1960, when Kennedy took office " -the quality of the
teacher" was seen as"the'key -Co good education. "' Pro-

'----posed solutions revolved around:

- the need to recruit' more and better teachers to
the tune of 200,000new teachers every year, fog

. the next tbn years
11,

increased professional monetary benefits and status

addi-tionalbroad based expendituresi particularily
in he fields of higher edUcation.

Federal action to meet national goals of training and .

recruiting teachers and -to upgrade the teaching profession
took p1aCe in 1965 in form of the Higher Education Act:

Title V of this act was known as Educational Profp.ssional.
Development -(EPD) and was addresed to eacher training
and recruitment. This same, act establish d the Teacher
Corps which had broad responsibilities to:,

- 'strengthen educational opportunities for children
of low-income families

- encourage colleges and universities to broaden'
their progrthrls of teacher preparation 4

- , encourage institutions of higher education and
local educatioAal agencies to improve programs
for training and retrainin'g,teachers and teacher
aides.

Mucl-Chas happenedBetween'1960 and 1977 to, affect how
educational and professional goals are determined.' Several
of the-major changes and overriding influences on the
overall philosophy of planned institutional change are
noted on the following pages to provide a foundation for
understanding recent changes in teacher trainingfederal
legislation and the concept of "staff development" as
presented in the Arlington Public Schools Teacher Corps
report on single school staff inservice activities-.

ri

4 John W. Gardner. "National Goals in Education." Goals
for Americans.' The Report of the' President's Commission
on National Goals. The American Assembly. Columbia.
University, 1960., pp.. 81-100.
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FACTORS AFFECTING CONCEPTS OF PLANNED INSTITUTIONAL CHANGE
/ Ilik,

,

.,%----,--:---__L___ ..--------...*-7*T.
0 '

----., The changefr6m a national leadership centered in an
ite admi.nTstrlative or management core to, the idea

and ratice of. VartiCipatory democracy And consumerism
througiout every aspect of American life, government, %

,v,

and economy..

- The impact of television and other mass media on our
lives. Ideas-and opinions or the emotional impact of
worldwide= events or trends become ca.inbtant as a
pa?k of soup and as available to everyone as they
Once were ,to a small educated and informed leadership,
often creating what is known as impatient "open reality"
in education and -throughout all institutions.

- The pleas, popularized through the writings of such
thinkers as Alvin Toffler_, _BuckMinister Fuller and
members of the Clut of Rome to-develop "systematic"
ways of thinking and planning which will involve all
participants in planned educational change which
affects individuals, the sMall.system or the entire.

systeui.
.

The demands for leadership development reflected not
only in news weeklies and TV specials but through
writers like Toffleror Loye or leaders like Gardner

or Nader who advocate establishing Small_ group de,-
cision making networks within lar e organzations
in an attempt to change from bure uacracy.'to,ad-hocracy.
At the heart of each needs assessment for leadership
is the frequent cry to develop humanisti ways to
anticite problems along with ways to deal with
crisis 4n the midstAof Future Shock.

The emergence of vocal and influential special interest .1

groups concerned with education. These groups reflect
the often conflicting perspectives of teachers, students,
parents, business, industry, government, or university
personnel. In addition to these traditionally per-
ceiv6d "components" , other groups have emerged to
cross traditional role or stereotyped lines to eNpress
particular cultural, ethnic, 'generation, neighborhood,
philosgphical, political, economic-,'-professional or
occupational interests and concerns.
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tic nd=self-determined 1-4

goals a all organizational levels as a way
change rather thancto state broad, absti"apt goals, hope
for the hest ,iand leave implementation o achievement
by participan s largely up to their own initiative, or
intuition.

- Emphasis on -Ole processes as well'as the products
of change or action, especially in the' 5road/a as

known as human relationSor human resources deve op-
ment.

- Recognition'of the zero bud accountabilit m
a process which Starts with th- present and goes to
the beginning to justify continu' g a program., pract ce,
or project with public fund's'.

- A trend towards_telieving that concer
cooperation, consensus, and commitmen
keys to good education.

communication,
re among the

- The tren towards recognizing the need to\d elop ways,
to antic pate needs and to plan for the futbr in .

institutions and organizations.' For many soc scient4 s,

the first priority is to repessess concepts of n the-jo .

training and the relations44p of work to learnin o

fulfillment. As is often the caSe,Italls for lea hip
d responsibility for planned change-are .directerd

e ucational institutions on local, state-and4jederal
' le\fels.

The Educational Amendments of 1976

Cur nt federal teacher training legislation reflects many
of the e trends', pressures and needs for change in the way

educational agencief'and institutifts operate and perceive

t their,fun ions and roles. At this writing, many o'f the
goals of 19.1 have ndt only been met but over me-e. Out

of approximatv. y 191,000 college graduates certified
to teach each y ar, approximately 101,000 gain,employment
in education. Th remaining,90400 are left to join what
is often described s theo"overeducated-overspecialized"'
work force and must 4 alternative employment or
fillment in other occu..tions or professions. Thus, the
Educational Amendments o 1976 extending the Higher-Edtitation'
Act of 1965 and the Teache Corps are impor , v

for what has been added but pr what_has--= een struck out.

Headings and subpartreferrin attracting :and' qualifyihgt

teachers have been deleted--r-n their pIate-;-theamendments
make the following nrovisions or stated requirements:
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Provide job oP ortunities for lo'cal qualified pro-
essionals in acher Corps projects.

In lveyarent a community repiltentatives in
lan consensu , and-imP-Tem-h-tatiou grocesses

7

Re,xuire ooperative .eoision making activities for
per onnel representing institutions of higher ed-
ucat'n, s to educati al a0,ncies and local-educa-
tisna aaenc -s whim pla7inq collaborativeactivities
or liar° rams.

-, Fund released tim and other incentives for inservice
activities and loca * pre-project planning expenses.

0
N

f

Conduct teacher traini
an; integral part of Tea

,,

Enga e in research and development activities to ,.

deMp'pstate management p inci es, procedures, operating

'T
policies and techniques mater .ls and methods at

single school site to produce formation and
guidelines, for use by the Office o Education in
designing additional Techer-Corps ojects.

Support demonstration projects for the etraining of
experienced teachers and teachers' aides ho are
serving in local educational agencies.

or retrpining programs as \\
er Carps preservice programs.

In the summer of l976i the Arlington, Virginia Publi
Schools along with groups ih Bellingham2 Washington;
Burlington, Vermont; and New York, New.York were awarde
Office of Education, Teacher Corps contracts to study
the concept and components of preservice and inservice
teacher training at the single schoolsite-:and-to develop ,

guidelines and management,procediires for implementing
school based_innavatiV6 staff development projects with
or without'teacher Corps assistance. Each participating

in the overall project represented a different
perspective of rural inner city, university initiated,
and urban-suburban lihgle.school staff development
programs and activities. Arlington represented the
urban-suburban perspective.

3 7
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The definition "of terms and the parameters for data
collection are among the first steps in any social'
scientific research project. The first challenge for
each participating project staff was to define yhat
"slaff development" is. After analysis of current*
inservice literature an.discussions with other
inservice plannerS7fNfOughoutthe
obvious the term bolds imany meanings for, a variety
of educators and teachers., Some view staff development
or 'teacher. inservice education as a ser2es of formal
administration planned activities or events with
carefully prescribed techniques, strategies, and
objectives. .0thers'see 'inservice as including.infOrmal
activities and subtle processes used by inservice

' planners to change teachers' attitudes and performances.
Still others choose to take teaqers out of the 'passive
voice in the definition and consider teacher partiti-
'Dation n organizational, curriculum or program de--
velbpment activities as basic aspects ofAny school
6-tarf development program. This /atter, broaa view
is Most in keeping with the way 'Arlington teachers,
adMinistrators, and community members use the phrase
"staff.develoRment" in referring 'to their inservice,
actions or activities. Thus , the Teacher Corps
Project Staff in Virginia used the following definition

,p of staff development fdr the,Rurpose of collecting
data, analyzing process components; .4nd making recommen-
dations for meeting Teacher Corps and Educational
Amendments 'Act of 1976 legislated needs and concerns.

,' Staff development or teacher inservice' education
,is any formal Or informal activity a school
staff -individually or collectively, may

__rience that may result in enhancing teacher
or staff abilities to give improved professional
or personal services4-tb students in the school.

Within this bread definition, any of the following processes,'
structures, concepts (:), activities can be considered
as "staff development" or "inservice" education.,

- any planned teacher education activity such as

4 workshop, seminar, conference, fOrum, symposium,
lecture, dinner-speaker Teeting, demonstratiOn,
panel discussion , cuitural, in-cl-rilation or .

media e 'Yent.

informal or§p_antaneousga)-4fings or information-

sharing conversation

vi.
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-If-- participation in school or system policy making
or advisory committee work

participation in, school or system .roar
ac ivities

participatiop in special training sessions to
help teachers reach dr meet mandated local,
state or federal goals and program objectives

uniyersity or college coursework on campus or
at the school site or other system location.

cr7-

'Ioarticipation in reorganization, textbook ti

selectIon,or schools community ad hoc. grqups

participation in curriculum planning, preparation,
and writing activities on. the school and system
lever 1

teachers' individual pursuits to gain additional
information, knowledge or professional expertise'

'which can be applied to their teaching activities.

The basic idea or hypothesis which served as the foundation --

for the project staff activities centered- arount:a_
belief that ways should be found to-involve teachers
and other affected total staff members in the planning
and implementation of school originated inservice
activities at a'single scho61 location in order to
increase total school, staff participation and to
increase innovative change effectivenetC Built into
this hypothesis, was the need to examine, and analyze)

.the basic'componegts of inservice,planning "which
include needs assessment, decision making processes,
incentives, major roles of particii5ants, organization
and governance, collaboration, Characteristics of
the activity. itSeif, andprob s for each activity
studied,or proposed.

Data was ected'for the research and development
actimi ies of the Arlington-Teacher Corps Project on
Sttaff Development in the following ways.

- Advisory Committee'meetings and individual recommen-
A dations reflecting university, professional organi-

zation, volunteer, community, administration,
specialists, and teachers peL,speotiveA.'

.

- informal conferences and interviews with inservice
planners and participants in single school and
system sponsored staff_ development activities.

4,1



Participation of,project staff representatives
in aseries\of Teacher Corps sponsored national
conferences held in Las Vegas, New Orleans,
Washington, D.C.'" New York City and Vermont.

Input froAapproxilliately sixty System -personnel

who fia-Ve,had experience, with single schools
,staff 'dggelopment programs and planning.,Data
from these contributors was presented-in
written module form and desc,ribed each experience

according to component guidelines igned by

project staff members.

Input from the ten system pers -,1"9

teachers, specialists, administr4t-6i*eearia-
community perspectives ,an both the eleffientary'

and secondary levels to design and plan-111770tVellcal-

models based on training complex and iriter:
disciplinary Teacher Corps framework criteria.

A core of project staff members participated ip

each of the above activities and studied the
various informal and formal data to pre .,an."... -=-=A

dverview.of the variety of perspectives and /

information bases revealed through each-individUal.

or group project activity-or process.

As is often tl case, the data collected determined and
- I

shaped the final report form. As stated, the initial

goal'was to examine Single school staff development

programs and structures and to predict or design way

to encourage-teacher'participation in implementing

,additional inservice activities at any school building

level. However, in almost every case, we saw a need

to qualify the hypothesis and toa,explain:how and why

single school inservice activities were taking place

in re2ation to county; state, federal.mandates and

governance or in terms of current community influences

and practices or in relation to central services and

resources. An additional need seemed ,to be to justify

"staff development" over and over agailloas an established

intricate network of scOol and 'county committee programs,

activities acid structures that exist throughout the

entire school sysitem._ As a result, the final report
-lhastaken a five part form and an understanding of each

part depends upon an understanding of-the following
factors influencing any one single school staff development .

progra

4
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- 'basic analytical components `Of any staff development
'activity

the total system organization as related to delivering
staff development services to the single school staff ,

the single school=actiVity and organization as related
to the central school system and organization

commu nity and other influences affecting a single.
school activity and staff participatio

the particular sources of information used to formulate
brbad generalizations and principles applicable to.any
single school staff development activity

; . . a

- need to take care in forming guidelines based on
current trendy bias of any one group'within the
total school-or community environment

...*

4 f
,.-

e..4111.

The five parts of this report on single s ool staff ;

'and site staff development and inservice eacher training
are:

PART I: An analysis of the central schoolchool system's
character-istics,organization, sources' and.;

resources as they affect single school
'staff development and influence professional _

,

---', participaiiqn of teachers i .all aspects of
41 Single snd system school activities.

a.

PART II: A series of:componenty apers on various
aspectsof singledhool staff development
abtivitiesToPics-exatined include; ,.

rti

role of thre:principal,
l
ncentiVes, collabolation,

decisiomiking and'p leis facing inservice
- plagriel'S on the single school level.

-.
,

A. PRESERVIOE/INSERV.ICE EDUCATION .

A hypothetical .eacher Corps elementary
model for.'total staff participation
based on 1-1e- training complex framewprk,
and crite .1ia.

; \

B:.BASI4S: LIFE AND SKILLS TEACHING'

a hypothetical Teacher Corps secondary
model for total staff participation and
preSerViCe training based on the

. interdisciplinary approach framework_--
.andcriterie.

41.
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PART V:.

0

Although each part of this repor.te--can be read and unde -
sbod separately, each part _can" be used to supplement

.or augment the other.. Module and appendix references
are cited throughout the'report for use of readers
wanting to gain a br:O-ader perspective of particular '-
single school staff development programs or experiences.

It'is.the'proje staff's feeliYig that personnel in
other school s stems using the information contained

in thi's-rept t will most likely ,need to follow'a

similarypro
repot

of analying current school and system
.'.9.trtictures for staff development before applying

recoMMen d or suggdsted pro dures,.and activities

td - the inseryice, planning cesses at any one single
zschoolisite.. Organiatiornal charts explaining
the relationship of county and single school organiza-
tia-to,staff deyelopment t the single school site
adcompafty his....14eeface to/ hdlp readers.get an immediate

bigfpicture of how staffdevelbpment "works" in Arlington.

Fift.y five individually prepared and
self-contained module contributions
on single school programs written by 7/
teachers, principals, schoo] and sys-(em

specialists and support personnel/
Nolunteers, and professional r esents-

°Elves.

Appendix materials to supplement information
.contained in ea-6.Npart.,-.pf the.re ot't.
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COMMUNITY AND SCHOOL SYSTEM CHARACTERISTICS

Arlington County is located in' Virginia, immediately
across the PotoMac River from Washington, D.C. It is

densely.populated urban area which reached a peak
population of 184,000 and a peak student enrollment
pf 26,000 in the mid sixties: At that time, the cam:-
,munity could be characterized as a'typical suburb.
S'ehools,were,segreg9.ted and about 11 percent of the
students were_blackr-.' Relatively speaking,' student
needs were homogeneous and the general educational
orientation was college preparatory.

1976., Arlington County is changing. When com-
pared,with ten years ago, the community is more urban
and lvs densely populated. The student population is
divere in terms of raCe-Tithnic, economic and-family
background. In 1974:-A"r/ington was reclassified an
urban area:by the Washington Center fm' Metropolitan
Studies and the population had declined to 165,000.
'Schooli'enrollrp9nts had declined to 19,000. Further
declines are projected fo1 the 'immediate future. ,

The composition of the'student population has
changed also. The black population has remained re-
latively. stable, increasing to about 413 percent,.
Since 19'21, the schools have been ful1y.desegregated
The proportion of handicapped students has increased
. greatly because of state an.d.federal laws that have
assigned responsibility to the schools for all handi-
capped students,ges 21-21 . Greater pressure from'
parent groups, availability of state and federal money
and greater realization of student needs have also in-
fluenced the system's special education programs; At

-:present there are.358 fulltime special education students
in various system schools.

The greatest. change in the student population has.
been the dramatic growth in thec number of students
whose native ,language is not Ent-l-i-gh. In 1977, approx-
imately 2,300 ESOL students comprise 14 percent of
theestudent population. The main languages repre-
sented are Spanish (800), Korean (400), and Vietna-
.mese (400). Altogether over 50 native languages are
repres,?nted. To respond to this need, the system has
an extensive ESOL program, a Teacher Corps ProjectIn
bilingual/multicultural edtcation, and a Title: VII
bilingual eAcation grant.
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Trends over the last decade have put great'pres-
sure on the, system. Declining enrollments have meant
that reduction-in-force is a way of life. A large-
group-of teachers is uncertain if jobs will exist from
year-to-year and few new teachers_arehired in the
system., Declining lst o means fewer citizens
have children in schools ands public support for eaca-
tion has detlined. As a result, there is.a growing
taxpayer reluctance -to fund the school system at the
ievel'the School Bbard w,ishes. Linked with this is
nIE decline in revenue from state and federal sources.
These two- trends combine to create a severe budget
problem. Few new programs are added and existing
ones are examined carefully .each year. Funds for
such areas aS staff development, human relations, and
materials have been pared in recent years. While
the human.and'material resources available tothe
system are ,declining, the increasing diversity of the
school popu\lation and the increasing requirements
of the state and federal governments have detanded
new and different instructional pi-ograms and teaching
strategies.

In 1977, then, 'he state of education seems,
shaky and the future, Uncerta2n,in the eyes of many
of,the staff and citizenry. There is growing pres-
sure to return to "basics'.' and cut the "Trills." One
or more schools may be closed if enrollment continues
to decline. Eight percent of system positions were
cut last year and additional cuts may be made next
year. If only one word could be used to describe the
current mood, that word migh=t -be "anxious."

Still; the basic educational system is sound. The

, county spends the most per pupil per,year in' the

state of Virginia.' This expenditure of about $2,200
',per pupil compares favorably with other metropolitan
Washington school districts. The salary scale for
-teachers is one of the highest in'the state -and is
on par with other metropolitan districts. A teacher's
salary'ranges from $10;547 to $23,143. 'The high per
pupil cost results from the large proportion of teachers
with accumulated experience and high5.P.,4egrees. About
40 percent of the teachers are at the 'top step on-the.
pay scale. -The pupil-teacher ratio is about 26-to-1
and the system has a greater number of guidance counse-
lors,curriculum specialists, librarians, reading
specialists, art, Music; and physical education teachers
than are required by sta,teregmlation. 'Although cut
in recent budgets,e4ptaff development funds remain sub-

sta'lltial. Scholarip funds and sabbatical leave are
'available and staff' development funds for general pur-
poses andSpecific prograpcs.slacti7as-human relatiois
are included in the current budget.
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At present, the system consists of 26'!elementary
schools, 6 junior high schools and 3 high.schools. -Ad-
ditional units include an afterIVA;tive junior high school,
an alternative high school, two adult,day-sCEO-On-e
special education center,la Career Center, and four
pre-school programs All elementary schobls include ,

grades K -6, and four schools have a pre-K through 6 pro-
gram.,.This situation,is not stable as the School Board
is considering .seriously a _proposal to move -t4k ninth
grade into the high school aNd to close two mode ele-
rdentary schobls.

The most recent overt change to affect teachers.
and howighe school system operates occurred just this
month. he State Supreme Court` has declared' collective.7
bargaining by public emPloyees'to be illegal and the
system and professional organizations are in the' process
of assessing what effect this change will have on staff
development as well as other system and'school programs
and policies.

4

. .

We recognize Arlington is not alone` in the types
of problems individual teachers, schools and the system .

face. And we assume each school and school system
under the federal,' umbrella has, its own. - methods and

'.

structures for accomodating sudden demographic, econo-
mic, social, professional, or philosophichange':-

.

Accordingly, we suspect that no one single,sudy can .

hope to offer p.slist of pat solutions for developing'
an ideal pre-se vice and continuing, teacher trainirng
'program to mee school and community needs. Therefore,
each part 'of this report on staff deve)..opment in a
large urban suburban school system prdParedjor the
Teacher Corps is concerned far more with-structures
sand processes for responding to the needs. of change
than, with the need for or the TrodlIct of inservice
training:. The system's' current structure and process
for 'individual teacher professional growth andfor
overall school, and:system growth througlv innovation
'has, evolved over the past twentyfive years as the
community ha`g chlnged from rural.to subdrban to urban.
guilt into thi. process has been -a community traditiori
of involving teachers, parents, and the community in
poliCy, prOgram, organization, or offer educational'
change. Structures., p4actices, and pf'ocesses will con-
tinue to be examined and refined to develop addition-
al:ways of meeting individu..al,teacher, school, and ,

neiglIborloo needs within a 1;arge metropolitan envirn-
ment.' .

of

.11+11
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ASSUMPTIONS ABOUT STAFF DEVELOPMENT IN ARLINGTON SCHOOLS

The Arli\ gton Teacher Corps. Project made certain
assumptions about s.t4ff'development before Collect-
ing data to study. and analyze before making recomen-
dations in parts two and three of this report. Many
of these assumptions may not be shared with other
school systems especially those involving 1) system
or tingle school ad hoc or specital committee structures,'
and 2) curriculum or program development activities.'
Others are quite obvious factors existing in-most
teaching-learning processes, no matter who is the
student.

4

- There is a continued and growing awareness
among teachers and administrators and the
Community for th;:e need of inservicetrain-
ing for all tei4iers and supporting staff.

- UnleSs in a cris4 situation suc as implsr-
menting mainstreaming or meeti g the challenge
of an influx of nonekEnglish eaking children,
the identification Of( the knds of staff
development needed for' n one school or
school system is Most o en a question of
individual teacher or school needs.

- A more diverse staff development progra,415
is'needed when the teaching experience and
backgrbund of teachers vary.

Teacher participation'in curriculum develop-
ffient work and the school's organizational
governance is a dynamic inservice process
and cannot be di.Vorced from instructionally
oriented staff development activities..

- MiXed feelings and attitudes'exist about the
value of pre- service training teachers have
experiencedIn-their -undergraduate work.
Hostile sentiments are often associated with
formal. inservice prograts, especially courses
designed 'by' universities to fulfill certifi-
cation and salary increment requiements..

4



The evaluation of informal Or former iffserm4e-
'activities requires a long, range 'plan to be
:credible. The effectiveness of the shorter
for one-shot activity se-)ems to be more difficult
to evaluate than a long term program: Program;
involving a larger number of participants are
naturally easier. to measure than individual
staff pursuits forincreaNd professional tom-
petence.

Activities that involve teachers in the production .

of original teaching maiterials,an4 the exchange
of ideas immediately adaptable to a cldssroom.
,situation are usually popular.with.teachers:

--""" .
Financial support to.fund direct teacher pay-
ments, substitute rtlease time, or other direct
and indirect benefitS is/crucial to maintain
a diverse and longsrange staff development pro-
gram. It is also one of-the most effective
incentives for involving tchers in,activities.

- , Some of the most succesful inservice is spon-
taneous, %ubtle and informal and 1s often not
perceived as as staff development by the teacher.
These Yorms_meritinther_study_and_understand-,,
ing although they are difficult to isolate
for association with concrete applicable.
strategies and procedures. A well designed
human relations program may_facilitate,these
forms Of inservice.

- During periods of fii ra cial crisis and mandated
cutA'utkS., some staq members do n9k react
bpositively to ,a formalized staff development
program viewing, as-san unnecessary fringe
activity.

14:$4,

- Teachers teething teachers is one of the more
effectiNie forMs of staq deVelopment. This
strategylcould be consi ered in planning,
organizing and coordinating college courses
to be taught by.locally employed teachers Npd
administratoeS.

5 6
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- The principal as the "gatekeeper' i change
often plays a key role in- any school's staff
development program. This' role includes

,being a liaison , coordinator, provider.-
motivator, innovator, and active participant.

- Well designed follow-up or reinforCement activities : °-

are a'necessary ptocess in'any successful Staff
deyeIppment'prpgram. .

. , ..---a--1----' .
. .,. ....1

Centralized or system-ifAride staffl deweiopMente, .

programs and fersonnU are ul-ilized, differently -
..:.

.b9 each school and its staff. Some schools
plug into these resources..only as a means 1.
of sgpporting thei-r own.program42. Oth,ers
.

-use them exclusively in lieu,of haing,no'

. .:-

real program._ ,Some schools may avoid or
limit their participatiohJ in system activities

__.
and choose to conduct their own programs.

I. .
°

'-
. ,

. .
',-,

. ., 1
,-

.- Community, citizen; volunteer, or aideyparti- . ,

. V' , cipation'in sta f- development ackivites
varied considerably 'froth.tool to school."'"-

,
Factors affecting community participation .

--,. --,:inelude-demozgraphiocharectatistics!,_ s,O'cia3,__
economic, or educat'onal 1)ackgroUnds-of the,

..' parents, ethnic groups,,sch9ol andagitizen I.-
,

o leadership,,the'openness pf the school to
Citizen invOivement*,,past and current practices ,
and the school's. organizatibnal structure.-.,,,

,

4 -

Elmentary kand secondary ;school staffedevel-
opment heeds diffev ancrplanned programs
sWodld be administereA differently. ..,Although.

K-I2 inservice programt are occasionally
useful, most often'organizational,,s'ize,
prog.t,,am, and student differences require
.separate inservice activities. . Proportion=
a-5ely, a higher percentage of elementary
and junior highoteachers. attend forma], staff.

d9velppment activities in'comparisuon to'
1-?igh school teachers. p
. . . m" 1 ''' s.. Lack of teacher drithusilasm.,for secondary irm e7ervie
might le i-elated to,departmentaliation, the

. .

' Schdol scheUu],e, the building size, subject
matter specialization, teacher autonomy,'
and- other. factors inherent" in current secon-

dary-'school, .orgahiation. r . : .

-1
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- Planners must consider the school Calendar'
when scheduling an inservice program. Time
factors such as the opening and cloting
of the schc,o1 year, conference periods,
holi,iayslAspecial programs, and weather
conditions may, influence the outcome of
activities.

Many .colleges and universities are ready
and willing to collaborate in a variety of
ways,ro.meet the needs of a cooperative
facu'Ity. These accomodations include
"on-site involvement,. one hour credit courses,
and cooperative planning of courses re-
lated directly to classroom needs. Par'
of this. willingness is a result of a de-
cline in the pre-service training'of'new
teachers and the competition among numer-
ous colleges and universities easily'
accessible to Arlington teachers. .

Collaboration with local Institutions of'
;'Higher;,-L--e-arrnifng is enhanced by generous
S'chcArShip funding-on the part. of the .

county and other programs. a

#

- Federal and state -funded proAects-offten pro:
vi'de considerable impetus to staff deVel-
opment efforts ;although maintaining the
momentum after-the soft montey is g90'e niay
be a problem.,

- At present, the,-pro'fession'al organi tion
seldom become 4nvolved in a single scFiool
siteor system-wide st-aff-deve*opment of ort.

_-The A.E.A: has expressed concern for co
5 tinued professional growth,' But few ve ues

for involvement in our county.sponsore pro-
grams are open: The recently invalid ted
'te'achers' contract, which the syStem ill
' continue toliorricar this year, stipu3la eg
specific .,,ayments for curriculum wr ing
activities and for atteqdence acre/aired

1 - after hours scho sponsored events.

% -

P. %4 Lary. no-pay approach. for attendance
-

,at staff, development activities--//has been
effective'with many .df teacers
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SCHOOL BOARD GOALS

Five Key school board %oals verve as the basis for
education in all Arlington Rchools and are the fsopils

for county personnel in.deliverqng services to the
schools All parts of the school system including
each school, the Division of Instruction and special
programs ,must .prepare an annual plarigeared to ful-
filling objectives related to thesd goals. The'

goals arp:
0

- Improving students' reading skills.
Improving students' math skills

- Improving human relations skills of students
and staff

- Increasing students' understanding af them-

11 1 selves and their world through humanities

- Improving students' thinking skills

A sixth goal related to writing skills is being
examined and others could be considered in the future.
The selectionof these goals atthe present time is

mereay to define the School Bdard'siconception of
basic schooling for all students'." 'The ,focus_on

,thes.e five gdals is not to exclude support fol"

subject related currieulum or individual school pro-

grams and each, school staff as co99,4derabla au.tonomX-

in. how.d_t_fulfills these and.othersChool needs 4s

stated in its annual Plan.; pn a recent open lettell-

.to and the community; the Superintendent
expressed \he system philosophy surrounding these goals:'

Whil_e'we havea set of basic goals, we do not
.have a b.4sic way of getting 'there.' We do not
seaeot a list of basic courses; we do not de-

termine that there are certain strategies ; we .

do not'.define a basic type of student', (this)

' is not to say that aliything goes. Instructional
strategies shouldbe evaluated Often to see if

they are effective... the .stralegy%should be
NiValuated as to whether it is effective -in help-._

ing a particular student or a group=of students
achieve the basic goals established by the

Sdhool"Board.

Priority for staff development activities both'

On the school and county levels is quite often de-..

termine,d by how proposed activities will assist
teachers in 'fulfilling their goal-related assignments.
In addition, the school board goals also serve as

the foundatim for county services- delivered at

individual school sites.

8.
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ANNUAL SCHOOL PLANS

Lach school staff is required to prepare an an annual

school plan (ASP): The five School Board goals are

often u's'ed as headings for these plans. Parents and

school staff work together each year to chart the
school's accomplishments and to set goals for the

'next year's programs. Listed individual school needs.

often include plans for bilingual, special education,

career education, extended `day; physical ,educatibn,

or other county ;ride programs as well as unique school

projects or prOgrams. Staff development projections

to melgat-specific county or school. goals are included

in each school's plan.

.A.,The process of preparing annual plats varies from
schl'to school although la basic format is encouraged.

In schools, the principal performs the task With

assi ance from community or staff members. In other

school's, such as the one used as 4 basis for the

elementary model proposed'in part three of this

.report, the annual plan is a full staff and community

effort that involves input from a web elf tpermanent

horizontal and vertical ommittees under the coordina-

tion &f a central schoolstaff development group. ,

Membership ithis committee network is distributed

to insure some line of communication-to and from each

ogtaff member-and parent oommittees_regar4ing_each-
school board and school goal.

Personnel in all central administrative positions,

departments, divisions, and programs also,submit a'inual

plans. in 1975-1976, the Superintendent's annual

plan supported the idea and rived for continuing teachers'

professional growth and the systems responsibilities

for improving staff deNrelopmebtprograms. Part of the

plan was a goal to evaluate schbol board goal-related

staff dqvelopment programs and activities. In response

to this administrative goal, the Superintendent's office

circulated a questionnaire to a sample of -602 instruc-

tional personnel. 'Results showed the folldwing levels

of participation in school bdard goal related staff

developmnt activities: i

-.improving-reading
sav

improving computation skills 32%

- improving human relations 73%

- improving humanities instruction "49%

- improving knowledge of diverse children.: 65%.
%

SiXty five percent of the'respondents'indicated
that they had. been effectivel5Nnvolved in the decision
making.-rocesses related to curriculum and staff de-
velopmeht. See Appendix #1 for more survey details' .

9.
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Significance for Inservice ,Planning

\ The school?oard goals and the annual plan apppoach
influence inservice teacher, education in the following

manners.

There is a common and often systeM coordi-
nated inservice effort that helps: to meet
individual goals and to facilitate total
staff-development efforts.

This effort results in.a sense of system
unity and result in both shared and com-
petive programs on'both the system and
individual school levels.

Individuals, as.teachers or as members of

the community, are involved in the needs
assessment and decision making procedures
related to establishing goals and preparing
annual plans.

See Appendix #2 fora sample annua? school plan.

61 .

-

1.0



IMPACT .OF COUNTY PROGRAMS AND POLICIES ON A SINGLE SCHOOL

The impact of central administration services-and--
programs at the single school site must be consid-
ered in examining the characteristics or in pre-
dicting the possibilities of any one existing or,
hypothetical innovative single sc.hooj staff,devel,
opment program. Divergent county, state, or fed-
eral progr and services often underpin the pro-
grams f nd in individual schools: In some cases,
mutual cooperation takes place voluntarily; in
,others', the---are-i-ation is by mandate from School
'goad, state 'or federal law.

In..Lngton, a school's or teacher4s invol-
,, --.t with county programs may include

- participation in continuing count, pro- .

grams such as Gifted and Talented, Read-
ing Improveme&, ESOL, or Special Education

activities resulting from consultation with
any of fourteen curriculum specialis.t:s

.system spon;;Zd workshops or dourses
organi ,zed by

two staff deve ment helping teachers

- a consolidated Teachers' Council on
Instruction

- curriculum-specialists

special program personnel

tome schools may use a combination of these system
programs or cooperatively devise other strategies

resources 'in individual staff
d4velotMentactivities. Each school plots- its course
of action andstAff memberS'Rai,ticipate in system
activities according to how they perceive school or
individual needs :_

62 .
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IMPACT OF SCHOOL TEACHER ON THE SYSTEM LEVEL

The stru,:tuiv for deliverinp centrdl administpali
inservice serves as a two way stret., Teachers
and individual schools use the,same county-to-school
p/ath to exert influence on -the direction of county
and school activities, policies, goals, and programs.
Individual teacher or school representatives parti-
cipate on .the system, level by serving on a wide
range' -of permanent and ad hoc committees and groups
including.:

- The Teachers' Council on Instruction
- The Human Relations Project

Inter-school committees
Advisory groups

- Subject area coordinating committees
- Community program and project groups

Active teacher involvement in these actiiiies
is Nigh. Since July of 1976, 4pproximately 600

chers have participated in 23 different committees
\study_groups that have or will have apTeffect

n .county school poliCies and-programs. In turn,
teacher partici- pation on the system level has
a reciprocal effect on single school staff devel--
opment programs.

A informal time schedule and structure fOr
conducting- meetings of these established or special
groups within the system exists to avoid system
or schOol-conflict in competing for ,staff time

and commitment. Most grovs' and schools-abide
by this suggested scheduling proccdure wh;ch
includes meeting times and places for the Teachers
Council on Instruction, coordinating committees,

I, elementary and secondary principal and assistant
principal groups. Most 'meetings are scheduled
for Wednesday afternoons and the schedule works
as follows:

First Wednesdey - in-school department meetings'

---Second Wednesday - county, meetings

Third WedneS4ay - in-,school faculty meetings

Fourth Wednesday - optional

Early release schedules in the elementary schools
take precedence over this schedule..SeeAppendix #3
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TI! REGIONAL EXPERIENCE

A.regionalbrganization was in effect to deliver county
services to. individual schools from the 1972 to 1976
'school years. -In the summer of 1976, county services
were recentraliZed-. Although these regions no longer
exist on paper, much of the regional. concept has been-

,assimilated into'the central system.

Under the regional system, the-s-Chools were divided'
into three areas,each having a regional office staffed
with a Task Force Leader, several curricuiuM specialists
and a staff development helping teacher and coordinator.
.Each Regional Office worked with a.Regional Teachers-C..
Council on InstrUction made of of teacher representatives
from each regional,school. These councils were empowered'
to select the types of:_staff.,development they felt was

speeded in their region and the Regional Office staff was
entrusted 'to plan', Organize, conduct and evaluate these
activities. In general, each region consisted of'a high
schOol, its_iunior high and elementary feeder schools..

Although.consider:able cooperation took place between
the regionaland'cOunty school programs, it was possible
that each region would sponsor and-conduct overlapping
prAgliams. Atthe-S-ame time,it was possible for'a s-mre
school to reMain_4ndependent or become involved-1n both
regional or system actyities-as the'staff saw fit.

Thelregional structUre allowed for a diverse approach
#

to meet varied needs ofl,dndividual-schools,,but it some-
times stifled county wide staff,develOpment goals. Regional
_approaches varied enough_tolcreate some confusion and a
fMeling.of being left out if your region or your Teachers'
Council on-Instruction-did not elet to conduct certain
fbrms of inservice-and another region-did. Teachers had
few opportunities to attend another region's activities.
The competitie element built into this threeregional.

..structure was both beneficiil and harmful. It fostered
originality apd dynamic approaches to some learning,activities,
but at the sama....time it stretched limited resources and
a limited numbeA of participants too thin. The three
.staff developmeq--centers wdrking within a limited budget
could not afford to,offer insetvice activities if a

'Minimum number of participantS was not enrolled. Many
felt the same activities, offered- county wide and operat-

.1

inz on a unified staff development budget wouldibe more

1111

likely to attract a required number of teachers to make
certain activities pOssible for staff members with special
needs or:interest.

4' 6I
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Under a ubdivided system there may 'have-been mof..-
sensitivity ta,iridividual school' or 'teacher needs. But

-.often a regional office's ability to, fulfill these
quiremeritwas hampeied by iteshortage of resources, the

lack of communication between curriculum specialists
hopsed dn other offices and the subordinate position the
regions had to central administration. -Treating each
regiod'in'an-equal manner was a complex and ,sensitive

procedure for persons rendering county services.

When the region offices were closed, the curriculum
specialists and helping teachers were consolidated and rel atee
in the central administration building. These administrativ%

.personnel now work directly with-the Deputy'Superintendent
of Instruction and are able to work more closely with each

other. Two staff development helping teachers,' function

within-this group to assist in tfie planning, staffing,
organizing, and conducting of teacher education activities
and curriculum or program development. The staff development
teachers also w rk with a newly organized consolidated
Teachers tounc 1 on IrestrUction to sekeet and conduct
inservice acti ities which members feel are necessary and

re_a reflectio of eachers' needs and interests throughout

the 'bentral system.

Significance for Inservice Planning

,The organizational structure of a central system for de=
livering inservice programs in a large suburban:-urban
school district is important:

- When a system,is experiencing rapid community change,
-tsubdivisliorts may be counterproductive and may limit

the number of services and resources the central
system can offer to supporta single School's
programs and needs.

- Individual schools expeiience considerably more
autonomy in a centrally, administered structure
since they have accountability to"- one less level.

- When. the school system is subdivided into regions,

individual effort -and responsibility to serve
unique needs of each subpart, is enhanced. Originality
often embedded in competition may emerge,

f6 5



CONSOLTDATED TEACHERS' COUNCIL ON INSTRUCTION

As an outcome of reorganization, a consolidated Teachers.'
Council on-Instruction was in operation by.the fall of 1976,.
Appendix #4.contains School" Board and administrative memo-
randa outlining the implementation and organizational pro-
cess. This group consisting of one elementary, two junior
high, and three senior high representatives from each school
hat as its first responsibility the "planning and conducting
of staff development programs." Two staff development
helping teachers are responsibie'for,working directly with
:q'e, Council in "coordinating the planning, conducting,
and the assessing of staff development activities." ,

During ite first year of operation the group has
,concentrated on the following processes:

implementin a teacher Innovative Funding program

conducting a county wide survey of individual
school and teacher staff deelopment needs or
interests

compiling a central "human" resource file for
staff developmentp.&poses

ndu-ot-ing over thirty county inservice aeLivi ties
ba'sed on'a previous Region II survey

Teacher Innovative Fund

Teacher I
nan4

nnovative Funding is a yearly program which
awards limited-fi-a-1 "assistance to individual teachers
or schools for implementing instructional or curriculum
experimental projects. A subcomMittee of the Teachers CounCil
op. Instruction reviews funding requests and gives ecommenda-
tions on the potential and merit of proposals. Several
of the school based staff development programs described
in the module packet were funded through this program. For
further reference see Appendix # 5.

Surveys

The Staff Development Center conducted a county wide'
survey of teacher inservice needs this year. A similar
survey of Region Ii teachers. cOnducted last year hds a
nearly 50 percent2-esponse and was used to plan this year's
system wide inservice'program. This year's survey will
serve as an additional guide in selecting future inserv.ce
programs. If survey results show a large,number of teachers

15.
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in an individual school ,share a mutual interest or needflt
is possible the central staff development center will plan
a program ex usively for that school. Sample copies of
surveys are n Appendix #

Pool-It Resource File

On the recent staff development survey, teachers could
check off those activities they would,be willing to hetp ,lan
or conduct._ Names of teachers who indicate their areasi3Of
expertise Or willingness to act as inservice or workshop
assistants are put on on 3 x 5 -.card and placed under.opro-
priate heabirig in a Pool-It file. 'Thgse volunteers are
often asked to conduct workshop for system teachers or
at an individual school site. /Volunteer community and

' college personnel who are willing and capable of ducting
additional forms of inservice are also catalogued in this
card Tile and frequently are galled upon for assi tance.
Individual schools may also use the file for their own
staff development planning.

System inservice activities and workshops

I

In 1975-197;6, after severe mid-year budget redu'c-inns in
staff development funds, Region II's staff development-surey
was used to select, nearly 'thirty inservice activities teachers.
said they would support or assist with conducting With
several exceptions, these prograffis were offered on a-voluntary-
no:pay basis. The volunteer no-Ray approach for conducting,.
workshop activities basedon expressed teacher needs has
'Continued through 1976-1977 with success. 9

The Staff Development Center under the direction,,og' . .

the Teachers'Council on Instruction often condUcts inservice --- .,

that is needed in a specific school:- In, many-cases, a .

.,*

school `with a particular need is 6ften the lOcatioxl fov ,

0

lel
a county planned program and an.invitat. -is,extended to '

other school-staffs to attend. Visitin anoither school,
.

especidily newly built. facilities, is often an incentiN;e, .

. .

factor for teachers to participate in inservice activities. .

1,. ,,

,
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significance for Insgrvice- Plannin

School systems attempting to establish sim5J'ar staff
development processes and structures should create a
climate Where the following factors can exist:

,

a willingness to have,teachers, parents and
members of the community to participate in a.
self assessed, participatory staff development
program geared to meet both single school and
system based needs.

support for full time or,part time' personnel to
operate -and concentrate on a staff development
'program. Upper administrative support is especially
important.

a low key, but extensive long range campaign
at all levels-to emphasize the continuing need-
for all forms of teacher and ad5inistrative
inservice as a means of meeting the needs of
a dynamikechool system -and the community it serves.

a Commitment on the Part of the local school
governing board and segments.of,the community 4

to support a staff development progrram 16

a wi ingness on thelpart of the teachers and
100. r professional o'rganizationS to ,cooperate
in rganizing such a program and to tken.be-
com active

% r 1

- both short and.long range goals for a realistic
program based on the,unique needs of the system
and its parts. ,

.

r.
%

. 1
structural organizational ari,angemsnts or changes
to build in the staff development delj4ery systems .

at each lever and within each program of the
.

school system
3

A

L.

- a- re.-
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SYSTEM STOCTURES -AND gEOCESSES FOR DELIVERING
STAFF DEVELOPMENT SERVES TO-INDIVIDUALSCHOOL

W
A

"1.t.

V

.4` A staff :development derl Very,system 'is built into each
'..,,county/program, servisg or resource center which exists

-A, to heXp individual schdop and teachers meettheir own
as well as syStem wide goals. .The programs and services

______most,often used by si,gle schools or,teachers include the
mfollowing: curric4. Specialists, teaching a ials

resources,- a syst wide4reading rogram,' a emen ary
language arts program, a county h manities program, ssecial
educatidn, ,career education and- human relations progr s

as well as ESOL, Gifted and Talented and bilingual ed' ation
projects. All all encompassing county and Student valu teer
program also'involves staff development opportunities
through each of, the Divisioniof/Instruction,.state or
-federal programs.. The-following.section describes each
of these programs,as they relate to staff developmen't
at a Single school site.

\

CURRICULUM SPECIALISTS
r

,Curriculum specialists operate out of...the central Education
..... Center and are responsible for all instructional matters

On the'county.level related to-their field 06. specialization.
The fourteen ,members of this gr6up are part of a.-°c.9,unc,i1

of currisulum specialists wpich also' includes several
Png teachers and the county staff development hel

teachers. .

.

N
.

. . ',
' V . .

Curriculum' specialists provide -serve s or give assist-
ance to,the"individui.i:1 school, upon request from the Iprinci,
pal,. department or individual teacher,. 4They.alsd. may be

involved ih interdisciplinary efforts and'other.progmts
related to their particular area ofisubject matter expertise.,

For,example, ESOL program p rsouel hay cooperated with
the 'social studiesI*Cdrricul m specialisT,to deVelop teach-

!--i-ng materials for non-English speaking students andlithie 1'

reading program persopnel have assisted teachers `in all " ..,.,

subject areas in cooperation kith CurricUlumspecialists. . ..

Specific iof ,specalrkts include '

coordinating efforts of their subject area 'related
coordinating committee,contact.teachers' grObp 6i, iparents!

.advisory group.. .

,.

. 6 9
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K-12 Coordinating Committees
.

A,corresponding K-12 coordinating committee ,exists for
eaCh subject area "coordinated by a curriculumspecialist.

Each subject area coordinating committee consists of 2
elected teacher representatives from each school level
-and secondary students and parents appointed frOme'Various

,-ccupty advisory groups. The committees meet up to eight
times a year during school time depending on the budget,
_411.d although the composition of each of these subject
areas curriculum Committees may vary, each has similiar
task's and functions.,Most often under the,eommittee
-leadership of a teacher, these groups are authorized to
plan and conduct staff development activities for system I,

or single school Staffsassist and advise the specialist
310-textbook , supplemental materials,or film selections,
and tojielpformulate long range matter related
'plans, set goals for the elementa and secondary programs
and to help organize summer4curriculum projects. ,Rep

tatves serve as a communication line to and, from th
schools to the Division of Instruction.

Contact Teachers ,

1111S% teacher-representative,for each major discipline at
'at contact teacher in each elementary school and the person
in charge'of each departMent acts as a county contact in
the secondary schools. COntact teachers meet several
times each year with the curriculum specialist to discuss
common needs and to act, 4s an advisory group for subject

.--7-area concerns. The contact teacher serves a twoway
point of contact for a curriculum specialist an 't e

principal 4 each school and serves tq relay individual
t'chers' concerns about subject area matte s to the

L-,-----6ppropriate curriculum specialist\ Subj.ct area contact
teachers also assist by distributing infbrm tion and materials
from the Education Center and by making arra ements'fdr,
rdunty Rersonnel:to visit the schools for_tpecific reasons.

-Contact teachers may also accept additive' special assignments
51.10,at'i.0 act as a Bicente,5nial liaison or as a School Board
goal,Mpordinator when a goal relates to a specific subject
.areAllIrThe process for selecting contact teachers ,depends
on the-,organizational structure-of each school. In tome cases
county -''subject arelwrepresentatives may have similar,
subjectTarea responsibilities or interest in a related
committee Structure in the school's organilation.

/
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Parent 'AcE,ia212/ Committees

Parent advisorsi.groups meet several times a year with

each curriculum specialist to di-s,euss curriculum matters;'

teaching materials, and methogis,- special programs, and- - _

other subject area related matters. These advisory-
.

groups may also-organizead hoc-committees to examine
rrirfi

a specific' area of concern -raised by the co ,tee membeA.,C,t

The ad hoc committee then passes on their recommeptations

to the subject area coordinating committee or to the

c,ontact,teathers group.

Additional Responsibilities
-

Implementation of federal, state, and local regulations

related to subject area curriculum is aSubject area

specilist's responsibility'. -In addition, each is ex-

'petted to have an overall awareness of subject matter

content and teaching methodologies.and towpartiCipate

in local, state or national, professional organizations

reflecting subject area' interests;

The 'hiring of new teachers for the system may involve-=

an interview of.the applicant with a curriculum-Specialist:-

upon requet off' a principa,1 or the Director of Personnel

At one time, this process was automatic and created'an

initial bond between new teachers and the cirrriculum

Specialist that may have resulted in more teacher coopera-

tion with county staff developMent prograti aimed-at.

teacher edubation in the content areas.

This year curriculum speci4ists act as sub tituN

teachers in the schools for a period of thitteen days:' In
-

addition to,this field experience, they may be asked-

to observe classrooms .by a teacher or by a principal.

They,also often work with media specialists on special_

projects or in cooperatioq with total system efforts such-

as'gle Reading Improvement Program.

it
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TEACHING AND PROFESSIONAL MATERIAL RESOURCES

Teaching Materials

,

Located in the'Education 'Center, the TeaChing Materials
Center is staffed by personnel who assist teachers or
other personnel in learning how-to operate audio-visual
equildfient and in the construction'of classroom materials
such as learning centers, filmstrips, or piCture mountings.
The Teaching Materials Center personnel will also conduct
inservice for individual teachers or at a school site when

severalteachers request this service. The center has an
open. opportunity for teachers to train theniselves in the
operation of the video tape machines located in each of

schools.

4

Telecommunication Center

The Telecommunication Center located in the Career Center
offers teachers an opportunity to learn h9w to use video
tape machines as well as to develop the skills necessary
for television film making. Center personnel have
helped to make several staff development films and also.
cenduct an extensivehigh school student training program
in telecommunications at the center.

Film Liraiiy

The film library locatki in the Iducati n- Center- contains
an inventory of 'films which Can be used n teacher training.
Teachers or those responsible for staff development activities
can request films for preview pu oseS and in some cases
the library will be able to borro additional' films from
eher sources.

.
°

Pr° f es s Librar
.."''

!'
fr : . I

The Professional Library in .the Education Center has a fine
collection of. professional books and periodicalS'which many
teachers use as references in their coursework or classr6om,_
preparations. Resource personneI-work cooperatively with'1,he.
curriculum specialists and assist in distributing subject
matter teaching aids and materials to individual' schools.

04,fc-1....'
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The professional library staff members will also 'set up

special displays on specific staff development.themes.
:Phis service is particularity useful when' teachers use'

the library or the adjoining rooms for inservice activities.

The display is often worked into the programs and teachers

,
are able to select teaching materials for their classroom

needs. Professional library staff Members can also prepare
special displays for single school staff developmen.t needs.

Single School Resources

Individual schools have some parallel services to those
found on the ,county materials and resource level. In most

cases, each school has some books and periodicals which

can add to a teacher's professional growth. .Librarians
and media specialists in each school are able to train .1.

teachers, aides, or interns in how to use most audio visual
equipment and will assist teachers by ordering instructional
materials, finis, or books from the central' library.upon

request.

READING PROGRAMS

The centrally administered reading program includes 4
Reading Improvement Program (RIP), Mini al Objectives for

Reading Essentials (MORE), Reading ids Fundamental (RIF)..

and various workshop, reading textbook selection and
collaborative activities with university and ESOL or

Title I languige arts personnel.

p

The entire reading program is geared to give direct

services to a single'school site or classroom teacher. The

.Reading.Curriculum Sprcialist and two helping teachers on

the elementary levels spend much of their time.in each of

the thirty-eightsschools working closely With classroom ,

teachers, .support personnel, administrators or with forty-one

.school. staff, reading teachers to achieve common goals. These

qlapy acets of a total, reading program are held together

th ugh individual staff efforts and by a well thought out

c unication network between the county levl.personnel

r aging teachers, classr6'pm ,teachers, principals and staff

members of'related programs. This network i udes frequent

contacts between school and, county personnel sitations,

workshops, and committee work; a newsletter an o er printed

correspondence ,between the various persons olved in

the reading program, and an in-tennlye follow up process.

73
$ 22

1



r-

'The reading program is represented on the central
English-LAnguage Arts' Coordinating Committee and the
reading teacher in each school acts as a contact teacher.
to maintain close relations with the principals, especially
those involved in the Reading Improvement Program, In
September, these principals participarAked in _a full day
leaaership training workshop, "Matter of Commitment" to
prepare for their'involvement and responsibilitits in the
1976- 1977 program. Many attribute the success of this
workshop to the organizatiOn and communication processes

the overall program and its personnel. The program
has exerted an influence'on-other system pr9ceSses and
a newly developed math improvement program is being imple-
mented according to similar guidelines and policies.

The Reading_ Improvement Program

The Reading Improvement Program (RIP) wa s implemented in
six elementary schools during 1914-197'5 to focus on careful
identification of school needs for reading program, devel-
opment and to establish a direction' for, meeting those needs
.in,ndividual schools. Six visiting feims consisting of
the Reading Curriculum Specialist, the Reading' Helping
Teacher, and a selectd elementary reading teacher spent
an'intensive week during the fall in each ofthe siN schools
to:

- inventory-existing programs of reading instruction
- assess" strengths and identify, with the staff areas 4"

needing improvement
--'assist in the design of a program of reading

improvement
'- recommend appropriate reading instructional materials,

- monitor and evaluate-with the staff the effect
of, the program.

In addition, each visiting team returned to the school for/

a period of follow-up work from one to -"Dee days to

monitor the on-going program (DI' improvement

- 'set plans for revision and continuation of the-
program into its second year

provide general feedback , imformation, and help.'

In the second year, the Reading IMproi/ement Program was
extended to six additional elementary schools' and follow-up
activities continued at thesix original RIP schools -. Each

school staff' participated in a Reading Improvement Program-
Week centering on school concerns and RIR,objectives. Staff
development activities are listed on the following page.;

71
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Reading Improvment Program Week Activities

demonstr tion.of techniques ,and methodologies
individu teacher or group conferences o'

- diagn 2AS of student needs
groupi g

- schedU Ingo,
- use of materials
- 'utilizing 'tutors, aides, `and volunteers

facilitating communications among staff members
-.designing a coordinated building' wide reading
; program

workshops focusing on broad program concepts
or stategies to devedop;spcific skills

consultant help for identified needs

assistance in the selection of materials- -

,help with effective use of MORE

evaluation summary of'RIP objectives and staff
reactions to activities at the end of the week

RIP Team recommends,,activities to-the' staff -for
future implementation

Criteria for Selection of Six Additional, RIP Schools 4

- a statement of 'need
agreement by the staff to hear present tion of

RIP leaders, i
,.,

i
____nvl7 en o ----4..a..thce_glig..4ision to apply.

for reading improvement grant -----------' -'
- the principal's commitment to participate en-

training , to be avatlable during the days
when'the team'works in the school, and to
serve ,a.9the coordinator for visits by .

- members ,of the visiting team .

.

- decision by the principal and staff to set first '

'priority ,on reading instruction improvement for,
the school year ,

.
.

, .

- agreement, to evaluate and report the result's-

of the program

15.
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Selection- Committee Criteria__

sdhool's statement of need
T&dentage of_children reading two years below
-.4;:edet:level,-44rades 4 and 6
jp.cceintage 2,f children reading two years above
;grade level, grades 4 and 6

4141j4er of ESOL ckildren__
r3.stadent populati*-

number of teachers

An'eveluation-by 143 teacher's in twelve RIP schools showed
82% had increased insightinsght into the total schobI
program ae'a result of RIP; 76% felt tiheir teaching
was more effective; and 73% thought t.*- program had
a positive effect, on student performance. The overall
evaluation of the program showed that 83% of the
teach&S rated the program as excellente very good, or
good,. A complete description of the reading improvement
program _is in Appendix #8 and Module # 25 demonstrates
how the program is implemented at `a single 'school -site.

Minima_ Objectives for Reading Essentials (MORE)

The MORE-PROGRAM began as a diagnostic program for grades
one through-,'six and was administered hroa4h a Primary
Grade and-a Intermediate Grade- division. Each division_

bwnbbjectiyes, inventories, composite test, .
profieJand--,wide.,

, -

During the summer of 1975, a reading curriculuA
,committee- made up of four teachers and a. curriculum specialist
-developed i MORE program for the seyenth qrada English
andsdbiaa studies content areas. Five sdcondary teachers

---a-S6itted-i'nthese plans. Cooperating teachets attended
.WorkShope and received personal assistanceiprom piogram
personnel dbring the implementation process. The
-program:hast-tontinded to (#0107,,in-,1976:1977 and now in- ,10

dudes science areas- -and one secondary school: ,has conducted
inserVicerin cooperation with program personnel -and a ,

Local university. The reaction of secondary- teachers has
been positive,and if ,funding,petmits, the program will

eAbe.exten6ed.to'other secondary schools upon request:
Ad4'tiona1 information on the Minimal Objectives for.
Reading Essentials prograt is in Appendix O.

/
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Reading Textbook Selection

1,

yp

The process oS' adopting new, reading textbooks as required

by the state every six years involves teacher inservice,
publisher and parental collaboration and extensive reading

program planning. The reading curriculum specialist began

the current process last year with an initial contact with

cpublisIing ,-)mpanies to request preview materials. This

was followed by submitting a plan for approval to the
English/Lang4age Arts -Coordinating Committee'and The
Division'of Instruction. The plan also included the
'formation of a related curriculum project group to

-C, -. consist of selected reading and classroom teachers whO

would work on textbook selection during released time

or in the summer.

This year, the'teacher and reading curriculum group
selected seven:new ser4i4s of books to be field tested on

a volunteer basis:in individual schools. This field
testing incorporates more teacher in the selection process
and parent advisory groups in the testing schools are

organized. During this period the complete sets of series

are on display at the Education Centers in the Cur iculum
LQ0 where meetings may take place between parentsyy teachers,

. and the curriculum specialist.' Accompanying this step,
textbook-publishers conduct workshops on each of the new

reading series for concerned parents and county staff. In

'February,1977, a selection committee which has been in- ---

volved in the total procegrwill make, recommendations
for local adoption and each school not involved in the

field testing will have an OpPortunity to parti iPate in
inservice activities sponsored by textbook' pub, ishers and

field testing school. personnel to help make sc 01 selections.

Onde.a.school selects its series, the curriculum specialist

and helping toaehers will arrange a series of inservice
'activities to meet the needs of individual school staffs.

University Collaboration

aVer twenty system teachers'are participating in varying ,

degrees-in-a.Master'S program or on a M.S. plus thirty

basis in a-Jseries of courses related to teaching elementary
reading skills in 000peration with Virginia Polytectinical
Institute Extension personnel located in Reston, Virginia.
Four courses were given last year and another four are in

proceas this year. The content of these courses is soMe-

timeS worked outwith a school staff's needs. One such

case described in Module -H -29 is a four way collaborative
effort between the county reading program, two Classroom

VPI program, -a- textbook program and, the

university extension.

, t7
17-

26



O

Reading is Fundamental

A

A one-to-one Reading is Fundamental program is vl se,eral
elementary schools. Volunteers and aides partiitipatein
this tutoring school-based program 'Under the diec;tiloii.,of
the reading teacher or `the media special, t.,,,,Tiqe.pogr-gM'

1

'aS'i,c'i.deads,tohave,stu'dentS-SeleCI6 the r owneaCiing
material from paperback books they purcha e4themse-1, es
or"to have students select books from a rotating library
zolleCtion assembled for this purpose. The piogram has
received funds from'the school budget in the past, but
reductionS this year have left its survival up-in the
air. Funds are available from t Nort ern Virginia .

Reading is Fundamental Program and a s vey is underway
in the schools to see if the system n qualify or out-
side funding.

Workshop Activities

The reading- program's workshops are popular with both
reading and classroom teachers. One overriding theme
dominates these workshopsi., contructiom and use of teach-
ing materials. Material are distributed to teachers
with the stipulation that they must participate in some
form of inservice training to learn how to use the.'
materials. This approach is based on a belief that
the effective use of materials. will help improve teachers'
skills and classroom coinpetenFe. County teachers conduct
most of,the workshops and some of the workshop sessions
have been a result, of the Teacher Innovative Fund awards.

7 8



Incentives in the Reading Program,

- Reading is the system's firt-chool board goal
most

basic Skill needed for success in any

- The direction of an energetic and task-or
curriculum specialist and two helping teachers
who are capable of understanding and adapting

0.. to a single school situation.

Teacher involvement in the,deciSion making processes
and the implementation of iirlservice related to
their. classroom needs.

The' pres4nce of, a full time reading teacher in
each school.whd act as contact teachers and.may
be involved with each teacher's daily° program.
Their relationship with principals, Title
teachers, media specialists and teaching staff
members make theme resource

- ,,The collaboration with a university in an organized
degree program in an area considered important by

most teachers. Crit al incentives seemto be
adequate scholarshi money and immediate applica-
tion of course cdupt nt to the classroom.

- The,ability of,read g personnel to shape their
programs. td meet both school and individual
teachei- needs.

Reading workshops and other inservice activities
are almost always accompanied by teaching meteri4ls
and methods' of applying them to individual teaching

.- situations:
. e

The use of teachers to teach ,teachers and the
shaping of ideas is faciZitaied by open coaMMunication

and by LINK, a monthly newsletter, which gives
recognition to teachers and'seryes.at a medium
for exhanging idea among reading teachers. A
sample copy of LIN in'Appendix# 8



TITLE I - THE ELEMENTARY /LANGUAGE ARTS PROGRAM

A federally funded Title I Elementary Reading/Language
arts' program has been part of the instructional prOgTab
for over ten years. Title I teachers, the reading curricu-

.,,,-,.--ium,specialial.,,and Title I helping teachers and coordinators
. -have developed the program WT-Irdhin .17,-Of-the-26eleMeh-

tan', schools and involves 21 teachers and one aide. A group
of Title I teachers developed a Bank of Objectives fcr
Title I children at the elementary level ana related these
objectives to various materials which 'teachers could use
in-the instructional4process. The program .gives identi-
fied-g-tudents individualized instruction to ameliorate
deficiences-in vocabulary, comprehension,'word analysis,
'expression, gramMar, and spelling. An associated ESOL
program is aimed at teaching students to communicate
cr 7 in'Inglish. This on-site program deals with small
roups or provides individualized instruction in a

closed instructional space. Staff members have a close
working relationship with the reading program but Title
I personnel are viewed as an independent group by most
teachers. Title I teachers are involved in-a series of

activities designed to meet their special teaching
needs'and also participate in individual school or,system
conducted inservice activities.

ENGLISH TO SPEAKERS OF OTHER LANGUAGES - ESOL

The English To Speakers of Other Languages program and
prograMs such as the Title VII Bilingual Program and a
Multi-lingual/Multi-cultural single School Teacher Corps
Project often have overlapping spheres ofinterest. The
ESOL program is county based and is under the direction

<*... of three helping teachers. For 'all practical purposes,
one staff member has a role similar to a curriculum
specialist and Coordinates many of the county activities .0.01"

including the expenditure of federal funds. This program
has a 26 member,coordinating committee that includes
parents and principals.

Currently 1,000 students are in\theelementary and
524 students are in the secondar.N ESOL programs. A total
Of 30 teachers are divided equally_between each of -these
levels. All schools-have 'sdme form of ESOL instruction
and-the Rrogrgm i5 funded entirely by the school budget,
'unlike last year when the System.received about $150,000
from emergency funding for Southeast Asian students.
Continued funding is pending Congressional appropriation
action. ,

80
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.
The ESft'program operated in a crisisliXe%tMosphere

last year as teachers found themselves with considetably
more foreign born studentS than the system had ahticipa
after many Southeast Asian families had-mobi.intb the,,

. community'. On top of this,:thpx,'e,was:,a-cOntinuing in- 0 .

.,,,,.,,,,.,-9rease-in-the' nUMbe'r-OVS'panish, Korean, and other non-
English speaking-students in the schools: In:thi, situation,

many teachers were - anxious to participate in activities
That offered assistance in understanding and teaching th,.

v foreign born. Two part workshops in laluage and:cuJ,ture,....._

*be ome a favorite :format for these initial activities,
but eventuall9 other approaches were developed.were

_

44'

6

The continuing ESOL inservice and curriculum devel-
opment program has been a cooperative ESOL, county services,

and university effort'. ESOL programs and teacher sharing
actV...viproduced some materials. Curriculum' specialists
conducted subject matter woiRshOps to .produce other materials
and summer county curriculum projects produced even more.
Teacher participation in University of Virginia Extension

courses with a 'hands on'.format produced additonal materi,ats
to help teachers meet specific classroom needs. The .County

Scholarship Fund provided the teachers tuition fees for
these courses and in some cases thesyStem subSidized undent

enrolled courses.

The local school-based ESOL program has begun: to expand.

ES'OL staff members have cooperated with adjoining counties

to search for new ideas and materials appllio#ble to'system

,..-npeds_and a Citizen's advisory council has'been established.
Several county personnel have served as consultants to
ESOL progwams in Florida and North Carolina. _

ESOL Tutorial Centers,are based in three of the secondary
schools and the secondary ESOL Center is located in the Career

Center. Seven instructors help'students bused to the center

from their schools, This and othel,,ES41, programs attempts
to deal with all programs involving non-English speaking )
students. ESOL personnel help other personnel withtestinfg,
citizenship procedures, transcript interpretations, guidance,

distribution of instructional resources and other individual .

needs; Sample ESOL Materials are in appendix # 9and Module

# 50 suggests a single school prOgram.

1416:6:i
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BILINGUAL EDUCATION PROJECT
4 1 4

,
.

The school system has just received a federal grant under
the Bilingual EduCatiOn Act (Title VII)-. The purpose of .

awards ,under Titae VII is to establish equal 4ducation'al'
opportunitieS:_forsali children. The Bilingual Project's
goal isAto encourage the .establishment and Operation of :

educational, programs using bilingual educational practices,
. techniques,'and me-OIods tc'Vdemonstrate -effective ways of

. ..,?'oN.;iding for children of limited English speaking ability.
-The instruction will'be designed to enable these students
to use their native-or dominent language while learning
to achieve oomp'etencein the-English language.

The staffing for, the project this year Consists of a '

project director, Korean bilingual teacher/cOmmunity
- coordinator,'and a Spanish bilingual teacher/community
coordinator. The work"this year is to concentrate on
.feasibility studies and planning for broader implementation
in the next project wear as well as to offer limited
inservice opportunities. Services are classified in
the following ways: instructionai, training and community.
The instructional activities ave limited to six project
schools.The community and training programs Will'place
prj.ority op these ,schools.. but will also provide services
to all Arlington schools tithin, the lirgts of time and
resources available.

C.

P, 4

Instruction

.e. .

Selection' and training of bilingual aides .

- Supervision of inst uction in native language
\\-..... Supervision of bijin ual aides in classroomS

Development, selecti n and evaluatftn of Korean
and Spanish curricu m materials

....._

/Selection and place ent of students,, .

- ,,Selection and placement of staff for project schoOls

Pa

Community L

. -.

- Serve as a liaiso between:Spanish and Korean - ,

- communities within the school system ,
,.

. Perform translatitn and interpretation services
- Act as a bridge betWeen Spanish and 'Korean, homes

. and the schoOl
. a

31
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Training

Inservice and preservice
Technique-and- methods for
.muIti-cuitural education
Cuittiral and lafiguage background ofstudents
Courses and workshops geared to meet the,
needs expressed by schools'and communities

'uiti-lingUal/

\ "r -

Nearly forty teachers, signed up on a free tuition basis
17E: an introductory bilingual course--offered in coopera-
tikpn with Trinity College. The Bilingual Director who
fe-g thet-college credit' course may haye to be selective
in .his class enrdllment which-Was planned and funded for
1S to 20 students.

--/

SPECIAL ,EDUCATION PROGRAMS AND SERVICES'.

Exceptional children's education is an integral part of
the total edliCation programs Students' who deviate from
the normal expectation in physical, mental; emotional,
or social/ characteristics td'such'an extent that they

/requir special terVices' orplacement in a special educa-
tion ass if they are to develop to their maximum
cap ities receive what'is known as special educatioh.
Sp, cial education programs and services are proyided,for
pils who:

, .

- manifest problems in social or emotional adjustment

- have sp4ifio learning disabilities
are mildly mentally retarded
are moderately mentally retarded .

- have physical, orthopedic, or chronic health problem
.. are pattia4,1y sighted or ,blind
- .are hospitalized at the National Orthopedic Hospital
- are pregnant and temporarily excluded from 'the

secondary schools wher,e they are enrolled .

During the-1976-177 scliool,year, ninetyNone teao1he'rs and

herping teachers are delivering services,in eleven elementary
schoos and in all junior and senior MO schools. Sorhe of

these programs operate in conjunction with,George Mason Center;

. the Natkonal,Orthopedrp Hospital, and a',county fainily center.-

,-Cgrfain schooll serve ceplers for soi4 programs, jthepopy
-a 'oinfluencing the opeadn f'-the-schdOO1 and needs 'Offthe

.

teachers. Mainstreaming, a 9urrent con,tbsoveikial and
challenging policy has served to inyolve many regular clas's-

'room teachers :in tha'special education'programs.
,4
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.-The School Board has taken-a solid stand in .favor of
meeting individual students' needs.if at all possible. This
board, position has resulted n decisive action in the main-
streaming process in individual schools and has created

need for teacher inservice to implement the process on a
classroom.level. The system is currently conducting several
introductory.workshops series for teachers in mainstreaming'
and is working in cooperation with state personnel to offer
a workshop series on the individualized instruction program.
This approach is described in more detail in the collaboration
section of Park II of this report.

The process of evaluating studentsfor these special
,education programs is conducted in accordance with local,
state, or federal regulations. The'complexityof the
process and,the steps involved in evaluation are often
far removed from the regular classroom, xeacher's e!<perience
or training. Consequently, various forms of joint and
separate staff development or training activities tare -

vital for both special education and classrooM teachers.
Sensitizing the regulikr clissroOM teacher to the needs
of a special educatiO71 program requires unique vhool
forms of inservice. Mpdules #23and #4l suggest some
ideas about adapting a special education staff development
program in both an elementary. and secondary school situationt

I
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CAREER CENTER
,..

The Career Center, a secondary vocational education center
provides ,a comprehensive vocationarprogram.in cooperation

.

with all secondary schools. This newly-constructed centralizea
facility has up-to-date equipment,, diversified curicula, and
a specialized stiff. Staff members.povide vocational pro- '",

grams, coordinate guidance services with participating schools;
and assume responsibility for placement service. Despite _o7
gistic problets created by a centralized vocational facility
and busing procedures, thd'Career Center provides more and.

',. better technical educational opportunities than any one`-
school could previously offer. The curricula can be pfarined
according to current and projected employment needs, individual
interests, and the needs of the handicapped or disadvantaged.
Members} of the Career Center teaching'staff have diverse'
educational and .professionalbackgrounds. Some are part
time instructors andmay also have employment in business
or industry. 'They are invited to allcounty staff develop-
ment activities' and also conduct their own in-house inservice
program. L

The collaborative .eitort of the Career Cen-4et are
extensive and invoirepresentatives of business, industry,
community` services, Board of Education, community' colleges,

(

central' administration , and the various sch 1s served
by the Center. Adult programs are .offered duri th day
and evening and the Center Serves as the location for

4?1

parts of the secondary ESOL program. Other services elude.
a public library-branch technical reference collecti n,
a human resource center which provides medical and other
county services, and an elementary school program and
school on the same site.

Much staff development and school wide inservice pduca-
tion-is nseded to help teachers and students alike to
nderstand career center programs,.the value of vocational

cation, and to recognize the special needs of'vocational
education students who travel to and from several buildings
in the courseof aiNormal school day. ModUle # 45
describes a total schoolTstaff development program which
members of the guidance department have conducted in coOpera-
tion wits Carear"Center staff Members to help students
and teachers learn more abut vocational edueation (*Dipper uniti'eS4.

anil Career Center needs. !Mist, of current career Cent
l
4!

iprograms'aoLinservioe actIvit s is 'in AppehdiX #.i0.
.

1, 85.
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,THE HUMANITIES PROJECT

The-Humaniti .roject is a county funded arts-in-education
program whic is in its.fourth year, to offer programs in dance,
mime, drama, puppetry, music and opera on-site in individual
schools. Performing artists are from the Arlington Dance.
Company, the Adventure Theatre's In-School Players, Arlington
Theatre Associates, Puppetell, Riverside Mimes, The
Arlington Symphony, The Opera Theat -of Northern Virginia,
The Vagabond Puppet,People and other craft and musicgroups:

The project has administrative scipport from the Performipg
Arts Section of the county reC'reation department and receives
vcluneer support from the ,Service League of Northern ?Irginia.

.

A large steering committee made up of county and school person-
nel, artists, staff development teachers, and Humanities

f
Froject personnel assistsin planning, coordinating and im-

'
t

plementing project activities.

Each schobl elects to participate in Project activities
according to its own needs and objectives), Involvement in
Humanties.is pne of the School board goals and an individual
school's annual plan will often forecast a school's intent
to become,involved in \farious,Humanities Project activities.
Organizing andschedulIng programs'within a project that ,

'eves twenty-six:elementary school's is a complex process.
The Project Coordinator,works closely vith the schoOls to
design or choose artistic progtams mFaningful to yearly
goals in the humanities.;

Last year over 10,000 students and teachers, participa-
'ted in.Humanities Project activities including 99 performances
100 workshops and 15 teacher training workshops. Teacher
and parent representatives-,from each elementary schOol. ,

participated in county workshops entitled "Arts in'Education"
to gain a project program preview and to exchange ideas
with the artists. Contpct teachers from each school' attended
a second workshop held in the Spring in cooperation' with

4 the county pers'onnel of the, state Gifted and. Talented Program.

. The Humanities Project is an example of ah.enth
,and well received Program designedto &lye volunteer nd,'

community ser 'a single school Teacher, involve-
iment', in ,ifie eceseary;.inservice required to implement the
program has proVed to be successful. Humanities Project-
sponsored Univers ty,f Virginia three credit' course,, "Arts'
?in_Educaion" is in process for countylteachers as 16
:a Ilumanities Course taught 40 the systWs art. curriculum
specialist for the fourteenO:yeay;. ,Detailed des'-oi,iptions

,of the humanities program, a typical yearly ,calendar,_stff._
. 'development fybgrams and an ogrganiiational,thart are in -4"

Appendixl#,114 -,*

v
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HUMAN R4ATIONS PROGRAM
*

,,The Human Relations area seems to be a vital factor in',

establishing a Teacher Corps'PF:oject at a single school'
site. An initial ntensive orientation program, and
a:healthy ongoing well planned series4of human rela-Eions
program is often seen as the key to innovative project
success by participants as well as planners. This factor
has been reiterated and restated in the literature we
have consulted, in the reports and group meetings of
local contributdrs, apd in informal conversations.during
visits to a New York -City Teacher Corps Project site and

with county based Teacher Corps projeCt,personnel.

At present,fourte'en schools fully anticipate, in

a system sponsored Human Relations Trogfam although plans
are underway to extend the level of ',total school participations
in keeping with the priority assigned to human 'relationS

by the ,school Aoard.goals, In "the past, many of the

/ activities organized by the Human Relations Program were
concerned direct1j with the m4lti-racial and multi-cultural
makeuA of the schools and sought to dea4 point-blank=with

issuesssues as ethnic culture, awareness, or identity. Today'
these same concerns are addressed in cooperation with
other programS'such as humanities,'ESOL, or other system-
and school programs.

Today broad-concerA of the program include s ool

community relations; staff relations; stApt, teac
parent relations; admihistration, teacher , student
relations; publicity and communications; School. Board
and. Central administration and its relationship with staff:
deveiopmegt of. humanely relating strategies ; mainstreaming
and concepts of :elf -worth and dignity.

The coordinator of the Human' Relations program, like

the public information officer and the negotiator in the'
central administration organiz4tion, is directly respon- _
sible to the Superintendent and is Considered to be the
overseei- of the human relations School Board goal. A

Superintendent's Human Relations Council,.composed'-of
sixty five people froM7throughout the school-community
serves as an advisory' committee fOr the Superintendent
_and the Co-ordinator. Members of this council inClude
.T5'students; 3,9 teachers; 5 administrators ; 6, 'citizens

and 4 Support pertonnel. The.Council,is. SubdiNidbd.into
Task Force Grctups who meet bimonthly to examine splcial
concerns and*a Steering Committee meets.monthly. 1

a. . 4-

o
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A similar committee structure is encouraged for,each
participating scho)ol. Eah school' human relations committee
acts to direct programs in its building, and to serve as
a grassroots level of communication to the Superintendent's
CorUff-611: A contact person called khuman catalyst at the
loqal school level serves as a liaigNen between the school
and the Hdman Relations Department located in the central
Education CenterSchool committees set up plans of action
for each year and try to secure the interest and participa-
tion of as many individuals as'pOssible. The scope of each
school's program depends upon the emphasis stated in the
Ainual Plan`,, the principal, and the interest of other
members of the school's .community. School 'staffs often
see the possibility of being awarded a grant from the
Cbunty Human Relations Department astan incentive for
developing a viable plan,for a fUll school prograM.

'Staff Development.in Human Relations

. / .

Twenty-fOur teachers took part intwo week long training-
-programs in huMakn relations,strategies and techniques this

,,

'past J.,uly. 'Tlimee contact teachers or human catalysts are
(,schoofrs represOlkatives and often conduct inservice programs
in th4r schools based on ideas and information received '

through periodic meetings of theiteacher contact group
where representatives,share ideas and plans for .school
based programs. ,Suggested topics for human' relations
school-based iniervice includef

,

4.

.

.Group Dynamics
Coping with Stress.'
Organizing school programs
Peer Counseling
Discipline Strategies

,Self Awareness
Value-Strategies

, Gestalt Theory °

0

Team Building
Cbnflict Resolution.
Glasser Circle
Leadership Development
Values larification
Trantic Tonal AnalytiS
!Title I
Glasser concepts ,

. . , ,

Many of the/Human-Relations system of school based
. programs focus do teacher or community education. Sample
activities incli_deT .

Workshops at each school oil lidentifying.and4levelop-
ing human relations needs.aAessmeht instrumerytg

-

ilk

-- Home-School liaison programs' .,,,

,-- Parent-.Staff-Learner groups
1. .

((

7 , - School-Community progra s ,-

-' Community forums.in'adv
such as a Multi-.Cultur

' MateriAls on cultural
i

nce of special 'projects '4.
-

project to 'develop classroorri
iversity.

88 37
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- _Special funds to obtain consultants and purchase
materials for over Tpo educators to attend
a series of workshops-on multiethnic teaching
units and materials.

- Workshops,on sex-role stereotyping "

- Workshops and implementation procedures for
Title IX

- Workshops for-students, bus drivers and parent
to learn more about school cultural diversity

Special programs to contact itomes of students
where little or no home to school contact has

;)existed.

Module #'51 examines total client involvement'in planning
a single elementary schoO, human relations program and
Appendix # 12 contains additional organizational and
''program information ioncerning th-. overall program, both

on school andSystem levels.

,

/;;TEACHING IN THE AFFECTIVE DOMAIN,

. ,

Teaching in the .,Affective Domain,V"Title III ilnservice

training project to develop ClassrOom teaching strategies
broad area of values clarification-was implemented

in the fall of 1972. The project- known as "TAD" attempted'
to help teachers create classroom experienc whicS
stli4ents could deyelop positive-self images, eAPathy, and
tolerance for expressions of points of view ifferent from

their own. Teachers also received T.,,paini ng methods
for teaching positivg attitudes and value.decilion mg.Ting

systems conducive to responsible citizenship. :'

The TAD project was introduced in one School in 1972,

and grew.,to incltide cooperative programs in nine elementary
°schools and various forms bf inservice training.for seeondary

schoolstaffs. Selected parents frdM the cooperating schools

. were invited to participateon a related Parent Advisory
Committee and two schools had parent groups which
additional inservice,itrainIng.

At the 3tart of the ,program, participating teachers .,

$.attended,a,wee$4ongl paid,: summer teapber traina,ng sesei
in Strategies *.rkl..m4TteriaillSage."'"Much of this training

revolved around.the;value clarifiCation procesSe.s.' The
teacher-part/ ciparits were-then assisted with ,follow-up,

,monitoring And inservice during the year to infuse the

TAD techniques and strategies with their individual classroom

teaChidq styIeS. and. in cOnsideration f their curriculum'needs.
,

ca
er,
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Over 3,500 students were in theclassrooms of 146
teachers directly involved in the_training program and
138 other teachers participated in related inservice
altivifies sponsiefed by the project. Evaluations of
the prbject are'ih Appendix #1,3 and Module k24 Offers
some ideas on hOw this program worked in a one school'
site.

p

GIFTED AND. 9LENTED PROGRAM

The
-
Gifted and Talented Program is a hate funde indivi-

dual-ized instruction prograth based on a general goal of
develbping each child to his or her fullest potential.

45
-

The program is designed to assist specially identified
students in developing their skillS and talents to the
maximum and to help them gain an understanding of their
unique respOnsibilities to themselves and society. The
program also emphasizes identihpation of the "culturally

.

different" and the child whose potential abilities or
talents may not have,been previously tecognipd.

. .

Each elementary school is responsible
its own school based gifted and talentedpl

,classrOom teacher is the person primer'
planning and itplementing individual'
grams although additional resource
identify resources and conduct spe
helpers can,include volunteers, he
program area of gifted and talented

for establishing
ogram. The .

responsible for
ed enriChment

eople may help to
ial activities. These
ing teachers in the

cur iculum specialists.

Staff ,development training has been an important part
of theMfmgrams'implementation:prooess.' lossIstance $n
identification of these children-and asses4ing their needs
has been onefocus of stafg-development planned by gifted
,and talented program peronnel.__ITeahers also participated

b
, in pre-School activitie'S..top-rah programs and act.vities as ,

. teams and individual teachers have alo rece-i'ved pecial
0.,

..= ---pIanning rime.allocations. \

t.
d fr,

'-,,,
' The,succep of the.projectiis contingent.upon10- ing

staff development and active tekcher involvement in-asse sing
and evaluating the program, its %Db0,ctives and goals and .._.

___

its activities. The program personnel have worked collabora-
,

tively with personnel in the humanities projects, la,pguage
arts programs and with ,curriculum specialisin con4uati:Ag . 4

special S-taff development programs. , i -.), -,2,

li i ,' . 1! 4'"

i .1

,
., ,s,

"aridAppendxX 4 Pf co tains;sample Gifted and Talent'ed laterials:'
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COUNTY VOLUNTEER PROGRAM

The School Board encourages the use of citizen v6lunteers
in the schobls. A'full Time Volunteer Coordinator and a
secretary conduct a program centered in the administratioh
building aril assist projects in each school. Most schoOl
programs are part, of a. PTA organization and consist of -
a wide ass6rtiAnt of approaches to enlist or use vollixteL:s.

The county coordinator is a pa t pf the School and
-Community Division of the school or tnizatio,, ,and gives
services to both the community and the School system. This
role'gives a wider perspective to the poSition.and allows
the coordinator an Opportunity to fundtion beyond school
doors. Last year over 1,000 volunteers participated in
the county's programs , averaging over two hours' _per
week, and volunteers work in each school. !

The school coordinator is a member of the Arlington,
County Volunteer Roundtable which publishes a voluntOr .

- newsletter andIneets to share ideas, give support to -

each other's programs, and to avoid competing for personnel.
The roundtable also cooperates with the Northern Virginia
Service League, an organization of'women ,under 40 years
of age who p/edge to,voluntger in selected' projects for

600 hours .per yZar.
114,

A citizens advisory group assists the volunteer coordi-
nator who is required like other4program directors to hay
an-Annual Plan for implementing school board goals. A
volunteer, normally not a teacher, acts as a.coordinator in

each sdhool., Often the volunteer effart in a Single'
sOldo/.,operates from the, media center_ which makes frequent
USe:Of volupteers. The school 'coordinator or contact person_
is often a member on the PTA volunteer committee. 7

The' success of any school's, volunteer prografidepends,
highly on, the 'actions and philosophy of_:thecirincipal. Lack
of support'fromithe principal -'w11_1-in-VariabillY cripple .any
program. Training is elso_neceiSary and should be geared,
to meeting.individua-1-5Ohool, Volunteer,,or claSsroom needs. ,

Although some volunteer. training human 'relations and
und4standing classroom behavior of chiadren4s condu&ted
ston the sstqin level, the "larreni,c6Caidihator te0..s;that:,,e
"'lparninig by deine.is the best approach to voluriteer,traicipi.4

There is a ,N'skin ovdetrainipgia"vonteer arld4tocp ekensivel
,a training.pariad may*stifje enthusiasm or obliterate the i . 1

'impact of,a. new-dimension which-an outsider can ,bring to
the clasS,room or a small group,lesson.

:4;
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volunteers assist _classroom teachers in the Language
ArtSsarea or ESOL situations and generally feel insecure with
Math-tutoring, Their limited time schools restricts the
r".ingeof assignments volunteers can complete and sometimes
ereates'an arganizational problem for the cooperating teacher.,
At the Same time, volunteer help often makes some teachers
more conscientious planning, especially for giving in-
dividUalized instruction. Many of the problems of a volunteer
working with a teacher relate to the trust level between the
two and the adaptation of each others' skills to meet
students' learning needs.

The present volunteer coordinator feels.the presence
of aides, volunieersand teachers in the same-learning
gltUation most often does not create many problems for
the aides 'ortvolunteers. The teacher , however, needs
tc learn how to view these roles differently ancl:take in
account the differences in working schedules, training,,

, motivations, incentives, time and moral commitments and
interests.

.
,

Most volunteex ain'the schools re parents with.children,
in the school where they are working., One community member
of the'Staff Development Teacher Corps project has suggested
that the dommunity..has a 'potential re4brve for volunteer
in the senior citizen population and would like to see
overt efforts to involve-more groups from within the
community in the volunteers program.

.....00

STUDENT VOLUNTEER PROG.RAMS
a

High schoOl students a're,nvolve in several school based
volunteer programs eithercduri'ng s obl or after hours
in a variety of school, civic, bffide, community or
toa,smess volunteer programs'. Some of\these opportunities.
haveicluded involveMent in politicAl`woris daring an
election, work with_dhildren in elementary-or pre-scl000l, .
groups,. and service as playground managers with the

_

recreation departrIent. ,

\.4

Teahersiworkirg with volunteer students `often need'

to conduct sPecal training Sessions4for students or to
'receive special help or guidance in hOW to make, effective
use of volunteers in the classroom. rThe problems of comniit:-.
mentN trust, and Management found in adult programS\ar also
a cb-411engeiin studet.vo],Unteer programp. R.Ae CoUnty
voZuniter.coordinator stresses the importance of learning
how tlo utilize the iime,and skills Of 'volunteers throUgh.
. $

communication'sprint,e; and workshop sessions . Some.tf
,,

thes4 materials arein Appendix 15,and Module, 224presents
a parent'S view of-staff development at single school site.

1
.
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THE ROLE OF ThE PRINCIPAL IN 'S'INGLE SCHOOL STAFF DEVELOPMENT

The principal of a'school is in the best po:ition-to ;2,uide.
or steer the direction of inservice.teacher education. activities
at a single,school site and often holds the key to planned
educational change., Although each of ten prinoipals partici-
pating in this study of the principal's role in single
school staff development 3r61.grams expresses a different
ph.ilosophidal view of school ased inservice4 on, analvsig
several common threads seem to em e:

Total staff,.inservi!ee is most effective when
school originated'; school based, Wand school directed

- .Inservice, to have%Meaning and impact, should
have.content, purpose, ization and be
applicable to immediate class om teacher. needs,

-- Inservice reeds assessment, plans, an4 impleme4 ntatio,4
,proc.edures should be determined through r,..RoperatiOn
with teachers, county personnel administrators,
and with potential collaborating parners'

OP.

- Total school inservice programs are most effective
when all affected by the activities partiOipate
in the ccnsens,us and commitment processes

- Inservice is most effective when it helps' a school

or lEeacher*,improve classroom teaching,'professional
ills .or student performances.

°).
T

A,summary of how six elementaryTprincipals and' four secondary
' 'school principals' view their roles in si'ngl'e school staff
develop-ment activities in terms of decision making, school
organization and govern nce, incentives, collaboration
activities, and facili ating or encumbering factors is
presented in this sec ion on the principal's role
staff de4eloPment, 'Part IV of the report contains-tlie°
original modules used asdata for analyzing and summarizing
...their individual percept.Ons_and actual practices. Anyone ,

planning single schdol programs-is encouraged-to examine
each,factor.of-stafr 'development as it relates to a specific
situation within a total school - s=tructure: and in'terNs of

school or administrative styles and philosophies:
as exhibiteeN)y current practice.

.
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INSERVICE DECISION MAKING PROCESSES

Although the principal is. often seen as the ,"gatekeeper" of
change, the key factor most often cited in evaluating.
inservice success or failure is the:decision making process.
Theoretically, the organizational structure of all schools
should allowjor,teschers, parents,'students, support staff
or community'members to be involved in any declsion affect-
ing +Ile total school. In reality, how decisions are made

4, depends on the staff 4r commul)ity's willingness to accept
initiative or responsibilities and the persoriality or 'r"
level 3f commitment and support a principalgives to
the concept' cf 'Shared and diffused decision making when

. olanning"or implementing total school programs or change.

In some schools the inservicedecision making process,
is 'deliberately delegated, shared and diffused through' .

organizationand teacher participation in horizontal or
vertical committees which.often parallel-similar committee
decision makipg network6 °Iva system level. At the other,
extreme is the traditional administratipn directed, or
delegated decisipn:making-process whdre prime leadership
.11.eSponsigrests with the principal ords assumed br

--?.,---.i.prdiVialalS within the organization.. Inservice effOi-ts
succeed or flop under both types of organizations. Th
modules used teprovide,th foundation for this staff '"7*

1
`development study clearly upport this generalization.
Whatdoes affect inservice re variabres,S,uch as level

sof staff participati6n, student needs or support -for
activities, community participation anTsupport, ,t-ie.

---, :---principal's leadership-and suppbrt for certain activities,
' the freveiling philosophy_or attitude toward continuing,

teacher educat' *,and hoW the principal or other leaders
guide

..

the d cision making and implementation processes.

Any one)inservice program or decision making process
within a school must be Viewed withic; tie context of how. q.
.it relates to needs assessment, gove nance, organization,
incentives, collaboration and the time or people serves.
Powever,certain princiNs or practices for organizational ,

effectivenesscan be applied to almost any. group decision
making pro-cesses.. The ten principals pa'rticipating
this study:.2of the role of...the principal in Staff development
each made suggestions for wayto improve or increase
teacher, participation in the inservice decis4pn-making '

process. A list of-thee s:tizgeStions compiled tOm
indlividualrmodules..and coriyMations is on the following

. pages. most-cases,.suggestiOnscan be apPlied or
z

modfied for-use by: anyone oqrseeing-anY% ec4sion making
process reed to plan Oy 'impement an activity
will Save an effect on .a. total orgAnizatiion.

I
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GpIDES FOIgIDEISTQN MAKING

The process of au'iving at decisions is asimPontant --

as the decision.

,

- The ilultiecisiO makingaking procesS essential to a shared
, pbwersitution must be understood by all, participating %-

staff--)members.- .Make certain that you educte and keeTi.
members alert to the needs of the decision mdRing-process.

Exercise 7--Joyier and sold'dec'isiOn Taking Only
-. .

atsolutely necessary. In such cases,-Make an effort
to'share your reasOn for necessZry actiOn with the . ..

,
.

enpire,staft, ..

Alert the staff to obstadles or impossibilities of an

unwiTrkable decision. - .
,.,

.
. .7

Recognize_ that sdme inservice dicisions are departmentally-: .

centered; eSpecially at the high school level, and.
, are unteridable for full school implementation:

i 0

. - Af.the decision ulcing invrolves a "chith of command"
.prodedure , make certain this procedure is followd:

1 .

_ Provide teacher time to investigate iSsues req.uiring

deciaibn making. To create investigation opportunities
principa%s may,need,to make material, spate or suldport
services arrangeMentS.

1
.

,

41J «.

Allow dthers u,preside o, ntrOversial, meetingS,ywhe&
your stance is known or w en u' have a vested' interest , .

in the dedision making: -
,../ '' , i.

7 ...

..?
Visit classro oms or.o her'sChool situations where decision:.

, , ,,....

making w° I have the u timate result.' . 't.
.

. ,

Reach,outside the school and school system for`' -ideas,
materials,-and consultants.hen dealing With problems
requiring tbtal staff decisions.' s,

.

. .

Playthedevillsadvocatew 1enneCessary. to:Tresent-1"'
ideas of groups qr individuals nott'preseflin a deciSion

/
,

_making situation. ' .

A,71.

, , p
. '

.

. . , ,
1 -

,

,

., 4: .. ..

- Try not to -make a retreat from a responSibile position.-
, .

Attend com mittee meetings- dealing 'Qist-h----inserviCe '5.-4.-
's6es,, ),

plans,; or proposals. : The staff: shoulsi.nat. feel intimida-

ted ,if an atmosphere .of trust" and respect exist'.
:

. vs.
h..

. --.1 '.
, .. 1,. , ...- --. , ,.
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Collect all' information on an issue t'o be decided by
full staff participation and disSeminateiriformation
to all those involved in the decision making process

- for consiaerable lead time belfore a decision is
made and give an explanation if such time is mot
.available.

- an issue begins to get heated, delay the decision
and ask everyone to do more homework.

stick to a ,decision once it is properly made within
..a consensus framework unless the process a pws,for

ways of reversing itself.

When possible, provide some way for memberswith a
miP,ority viewpoint to feel that they have tempered
part of a final decision. Try to win their coopera-
tiqn in the effort of the majority

. a decision is forced from outside the school Which
requires full staff,participation, explain the rationale
fox this-decision' at a staff meeting or via writ en'
'communication.

0. \ .

- -Provid sore, means of appeal fgr the staff when a de
cIsio -is. made by, a higher authority in the school
system. ,-

t In pare pressured decisions, alert the staff. or in-

.
* dividua o the reasons for the pressure. Establisll

a system of commupiCation,with Parents about insei4ce
and becqme sensitive to their'reactiiQns and suggestions,.
Involve parents in programs such asainstreaming or'
bilingual education. P. '- ' k4j Ili

. 6

. ,I,i..:0. - Deal with the appropriate
coiiittee.

related to an .

,inserovice Challenge or need'hen beginning to open '

up an ,issue to the entire faculty. tet the;committee
decide the dire'ctioh to takeJ cr'orm ad hoc 'committees
ith volunteera'from a ful1,7staff meeting when a
special sitlAatioilt requiring study presents itself,.

., '- -'' .

Minve from the front to the background once an actifty,
is Vnderway.

Know the' strengths of your individual faculty nembers
and involve" them in acTiyities,where they can make

. the strOngest'contributions.
,

'
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- Try to haVe teachers personalize the need for a program

before it comes to decision making. This is especially ,

true in mandated forms of inservice:

- Do not exert pressure for teachers to attend- voluntary
meetingS'dealing with inservice planning.

- Teachers, should feel free to ask questions , make
counter proposals ,and state reservations: to. the princi-'
pad' or anyone in the system with Thom thdy 'sh to
consUlt:

Establish a procedure and organizational mechanism
whiCh allows for _teachers, to call' for meetings of
committees and full staff if necessary to clarify
goals, methcids or responsibilities, espeCial,),y in
projects affecting.an.entire school's staff.

- If a teacher has 'strong objections to a project,
that teacher'should have a right to transfer to another
school. .

- Teachers should not-be required to repeat inserviee
they have already completed. Such a case might_be

k
inservice conducted to explain yearly required
state testing procedures:

Try to-reach an agreeable consensus short of2formal
faculty vote casting through informal contacts with
.staff members or by conducting strawvotes at the
conmittee.level di, within grade or cluster groups.

-, The sChool autonomy and staff parti4patory goal may
be superseded by directives' and Mandates:from outside
or above. Wh\en this happens, the staff may need to
be told; "This d_s what we have to do." Then the
process begins with,."Howdo you want to do it" ?

- Don"t prolong decisions once the time seems' yipe. You
don:t netd a full, agenda to conduct a 'staff meeting.

Aigt
- TeaCh a class or tutor student§ to learn about a problem

or ourricUlum- area requiring new inservice aptiyities.
Learn how to use new materials or, pre4fiew-koposed texts.

- Include able %students when i)bssible.when assessing needs
and du'ring the decision making process. This id,,more
feassible on the secondary level.
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Encourage cross observations; both intra and. inter - school .

.tcflearn more dbout areas of change requiring full s-kaff
consensus, commitment, participation and decision making.
Because of the substitute factor, teacher exchanges may.
be easier to arrarig.e than visitations or,observation
periods. sr

Work closely with the professional education and service
'union groups when proposed change's will have an effeii
on members of these groups. Be rational about the
grievance procedures and how they affect the decision
making process. Avoid labeling grieving teachers as
trouble znakers.

1\'.aice the principAl!s office a meeting place when feasible.
Kee,,) an oper docr.,policy both figuratively and physically.

- Resp,ondin some way to requests for meetings with you
to discuss deci,sion making issues. For you and the
teacher, this maymean arriving at school earlyor
sometimes staying late.

A

- Avoid re
experien
may be d

erences to senior teachersas '!residue of
es" or new teachers as "innovators". This
visive. Use strengthsand not seniority .

Don't overload cooperative or favorite teachers with
decision making roles.

, . A;1

'- Achieve balance of sPecial.interests from the gro4s
making t decisions. This may be a grade level,
departmental and teacherTstudent-parent-admindstratipn
sort of balance:

eepand show intetest,inimportant decision making
situations by informal contacts in the halls, teachers'
room,lunch room and other areas outside, the office,
classroom Or other formal meeting format.;

************s

:. . Yi . .

Note,". Further generalized and summarized information o
'single '-chool staff inservice decision-making
.process"eS and procedures is in Part 71 of this, rdt

i

Each Of the S4 modules in Part IV contains a sec:4iPI
on the decision making process-within the contex- _.

. .

of a jpecific schopl based inservice prograM or
activity.

.
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'SCHOOL/ORGANIZATION AND STAFF DEVELOPMENT

t
School:basedlinservic4 needs assessment, decision making.

and implementation ..processes or programs involving full

staff partitipation/can take place at aSingle,school site

no matter what th'e schoolW organizational 'pat'teKn or-

.structure. Organization at "organizz44-i.ore does ribtseRm

to be' fctor. Successful full staff'prsgrams exist' at

both the traditional and innovative extremes. However,

what aoea$seem to be important is tha inservice planners

who propoSe additional.schoal based ctivities.sho41,d

have a thorough knowledge of how a single sdhool staff

is organized and functions before attempting to take any

/additional or overt 'changes. Single school full. staff

staff development programs reported bY'our contributing
principals hdkre occurredinthe following types of school

organization. ,In each org.anization,.teachers have the

opportunity to participate.in:the staff'devel"ment decision

making and implementation proCesses.

4,EMENTARY

- traditional straight grade plan with teachers in
self contained classrooms

- Teams A-G with mixed grades, in both open spade and
contained instructional areas.. Teaffis exist for

special programs and resources or for special

-,education. A multi-'cultural/multi-licgual Teacher
Corps Project serves the entire School.

7.'TWt blusters ,divided-into pods. School. has an active

/ voBUnteer and preservice educaoti,An program. ,Specials:.

programs and the media center provide-services to

each pod. This school is the project "model" scllool
oand has served as the r,OnizationaI.baSe for.the.

f. ,,hypothetical elementary',Tea er Corps project, propoaal.
7 ,

- Three teams of, four teachers and lop students
Each team has'a leader who -serves on Asp'eCial cofimitteg,
with the principal sand special grogram or-resource_ -

staff members. This school is systemmoael-", r,

elementary school and serves.children''throughout the

community.

Teams 1 - V with ixed grade groupings and a nbn-
numbered resource team. Team V, is for specialeducatioh'-

. 4

- Units I-1y with mixed' grading. Unit IV is made vp
t.

of spedial programs apd resourCWeacherts.i,

j

1J) 0
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a SECO.NDAlkY,
. , , ,

departmeztaI'organiiation with. subject matter geared
to grade level in-Celr-contained classrooms.

- Three unitS,,each.dealing with different grade levels '

ot 7z8-9 , are headed by an assistant Principal. The
1 school als 2. has departments and open and closed class-

room situa'ions which are organized according to a
three CO18r,:coded scheme. A full day community center

.
with recreational facili_ties, a theater, a senior,
citizen program and other activities is 'also part of
This newlybuilt facility.

.

. departmental organization with a central school adminis- I_

tration . .

, f,

. ,

Four unit plan with 4tach unit headed by an assistant
principal who acts as Ui it Director: Each unit has a
guidince counselor, unit secretary, and specific;
departmental members. Each unit ha; responsibilities
for administrative)functidns and discipline ,problems.

)

ST"RUTURESAND1RACTI.CES
,.

- ..i

FFECTING S6100i BASED - CHApGE

1,
.

v
.. . -,

chool Structures, practicesand program# whi'dh, most
often affdci or 'support.fLill staff Partic±patiOn inservice
efforts at the single school level, are Staff 'meetings,
faculty committees, fadiulIty evaluations, curriculum
spetialist,Or coordinating Committeelactiv'ities, special c

, program involvement, self stUdies,'schgol-toard'or \

county regulatiorl mandates, and the. tPachers' professional
organizatibn:' Opinion varies among, principals'abou-C-the
tl,seFt13ness of these various activita@s common to most, .

schools and how these practicesgr structures can influence
.
an effective school based inSenvice'program. Before
Setting up any additional programS for stW development

,.-such as a Teacher Corp' t prtject or 4a 'hew tounty program,
at a single school ,site, inseryice loslailners should ekamine?

..- ., ,existing structures and=prectices and attitudes toward
'-stff development,activiiesiKithin tie total-schoOl'Organi-

aition: The.f4llowing sdminart4'Of ho'w PrincipallIview 7--L

til,ese. variousponentsin terns of staffdeyelopment:
effectivene,ps'ris how ,widely opinions andVapprbaches
*n differi., 4k ,:,,- .

.101
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'FAtI.ILTY EVALVATJONS

. ,- ,--

!K, .

i as, , : .
1"------ . .,

.

Faculty evaluation is aisensitgarea requiing.a,g,reat.
deal of fact on the,part of the principal and can often

result in beneficial experien6es for, individual teacherv,.

In some team teaching 'schools, principals see-this man-

da ted evaluationprocess as a-positivej_nservice force-
i ct

, which often 'results in a great deal-of peer ooPerati:on.

,

4

/7.

a
rfi'sleveral, ereme4 ary Schools, principals have de-

*
-

de-
vised a/One7to-one prbcess.involVing'the identification
of inailidual staff members' needs; the working'outof-

- a system of'.sti4erigtheniing teachers' skills' and a follow ..

up process 4Or individual growth evaluation. This procesp

includes observations and conferences between the princi,

pal and a Mutual final evaluation protqss. :Teachers' . .

can challenge any evaluation and,-phe Manner of its presenter

:ion. On the other hand, one elementary prihcipal.sees.

', little value in faculty evaluation for thelourpose

of -promoting individual staff development' ,.sees the
.

,.

process `as a superficial technique.6ased
. 4equate

knowledge which is unrelated to the on -g JAATics
,

'.

of a te'echeres professional,performance, qUTen.
In general, most elementary and secondg principal's

seem to feel the evaluation n-proceSS can nti-dbute to

indi,vidual.professional growth oT teacher,s.

CURRICULUM SPECIALISTS AND'COORDINAT.ING.COMMITTEEf .11

Most principals seem to view curricula Specialists as

.
useful in staff development activities at the single
school site although occasionally a principal will see_
'Little or no value in curriculum specialists' activities
at -the, schoad site Most see the specialist as cOoi,di-,
hators, resowice persons, helpers for indite-idual or

group and'as aqi'stants-in workshop organization.
, One princip feels ageneralist would be more helpfUl to

elemenary teachers although subject specialists can
. ) cfteh'provide excellent resources fon special subject

t area needs. The xeading currituAum Specialistand,the
'ReadingsImprovement Program are often cited qs being.

.
extremel.Y useful and, many cite the program's 'effective
organization to. meet ainz,le sch9olneeds a's a reason.

for this appretiaion% Coordinating cohiMitkees.in sub=-
jest areas and the individual contact teacher system
are also believed to' be'buseful Mechan.ikms for'maintain-
ing open ,lines of-cdtmunication'and as resources 'fbr

.subject area needs.,, The coordinating .committees are:
seen'bY one 1:A-:incilial.,as a two way street That permits
input into subject area concerns by many different ,

groups. One,elementary principal1with an active Commit-_
tee sytem,sees li.ttleneed,fot'single school specialist,
activities.

102
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STAFF MEETINGS ,

4.

-01
The th'IW[dnesday of each' month. is irifbrmally set aside

. COT', cond4cting in-schooi-staff'meetings.usually in-the
time after tchool'when.teachers are required A remain
in,the schbo building. , Spme of these r*-tingsIn 'the el-
ementar'y.s old'areLheld on different ddyt,and',prior,to.
the beginnin7 of clatset.:ThefaCulty Meeting' is Cften.
used as a time for promoting staff deiielopMent-opporti.lnities
and'in some cases for conducting minisinservice sesSions,..
on subh",topic.s of general interest as thinking skills

.''or learning disabilities. Most principals plan these
meetins in'- advance iaith.a fixed agenda and a pi4adeterminet
-time limit for discussions, In 'one elementary school
the'StafT Development'COmmittee plans.the'staff meetings
which are often Conducted by member- .of the,teaching staff.

- General information ,c1.iissemination and administrative.
needs are addrgsed at the Cluster level and the total
staff meeting is used for-inservie,purpOses: Another

,
principal accomplished a goal efficient use oftotal
staff meeting time bit dekling with administrative matters
"inta Monday mornsing"new6letter rich is extremel0 popular
with the school staffl-riemberi. ,

One principal observes that after'school meetings often
do 'Alot catch teachers:at,their mos'tresPonsive time and''
that,meetingscan- o'ften be dominated by ,the same individdals.
'Another principal views a 'staff meeting as primarily a
one -way information exohange period which can occasionally

' be productive if teachers ha;/e prior with.a
matter which requireS a forum to arrive at a consensus

.

d'ecision.
, I. .

.
,

All.sectndary principals seem to feel. 'that the faculty
,

.
'meeting-is.importantfor- maintaining line of communication',
identifying needs .and in ,.developing a consensus opinion for-
implementingeschool polici s and prbgrams. Marry faculty

behalf of t tetal staff.' ,One high school'
groups orgarrize smaller gr ups to' investigate specific:iSsues
or proposals oxi
principal has.plans to use the faculty meeting format for

-% a guest speaker-program and to provide a.,forum for departmental'
program presentations., All principals agree that staff
'meetings should be ,planned wisely sand viithin.a set. time
framework, and most see the staff meeting as a potfoLtial,or
actual

,

form of total sChool staff development:,

.A si.; session faculty meeting approach to total
.,sCliool staff deveqoplilent in introchAcidt the newest tchooi

.
boap,d,goal of developing thinking skills' is described

, - .
.

, in Module #1...W2e . -- l'
-,

.

t'itr- ,'-!?`-

1O3
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INVOLVEMENT IN SPECIAL PROGRAMS

In'volvement in special programs provide,s an ideal climate
for staff developthent, and positive change according to many
princi als. Several.ihdicate that being Selected or volun-
tarn participating in special programs such as the Gifted
and Ta entpd, 'Teaphing.an the Affective Dohlaila or county
Readin Improvement Programs c'reates valuable-inservice
opportunities with built-in incentive factors.. Pkirqipals c
.and staff members alike are often excited about the idea
of being different, of being able.to experiment or becoming
a leader With 'a :new idea or app'rach. One principal indicates
that ishvolyement in experimental (br,new programs is the
fastest means of implementing cheenge in staff members
attitudes or practices. Innovation.provideS\staff members
with new and refreshing ideas about education and often_ provide
extra:hands and materials. These special-pr'ograms are most
effective if-they are school based and do not involve time
investment outside the bUilding. Yet another principal sees
a special project.as a' means of focusing `orb, a special need

7. requiring inservice, but stresses that projects must be
well planned and organi'Zed to be. effectiVe. Several principals
expressed some concern-about th6 degree emS Commitment to
special projects and the diminishing effeott pf prpject or goal

overload. Tob many programs with short-range. influence often
can be harmful in'the lon4"run. In keeping with ,a traditiohal
".open" attitude towards innovation'on6the elementary level,
more elementary.principals than secondary pkincipals expressed
positive views toward participation in innovative or special
programs asa meansof pOpitive.school staff change.

'SELF STUDIES.

V 4
r.ta ... ..."-'-' .

The''\4riting of a school st
,, t.-1...,,, .4.4

,. 14, ear long process
culmi-Oeig..-An'.--,the_l_d694,44* 0. 'VfAlf. V essional. evaluators

from outside the school system: T ditll ,-4-oudy, when used
4A420-1i4vi

dynamic opportunity to take a 1 'et

11% ..:14,4,;i:,:...1:fr7,
provide a

R.at each component
of

by the staff as other than 'a wri

of the-school organization and curricAlo, . The outline of
shOrt and long-range goals for 'school/improvement also
provides the staff with a scope and sequence of needs which
can be applied directly to the schools',,iindividual annual
Plan and,can serve )as a 'focus for school based staff devel-
opment -effort... On the other hand,"one principal sirghs, "There

must be an easier way." Yet ather administrator sees the

whole process as a ponderous tank which tendSto take rather
\ than give, life blood to the staff. ..."The form reqUires too

'much, too fast,as an inservice tool." Appendix #16 contains a
sample self-accrediation study.
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THE TEAdiERS PROFESSIONAL ORGANIZATION
<

'One p incipal..writes the following concerning the role
of the pro Pvssional organization in.encouraging school
based inservice'activities:

iThe concept of teacher contracts is good, but I
feel that in our/county the association has teen
able to literally,take over the running,of the''
schools. AdMinistrators are unable to to matiage ,

schools without continual interference from this 4

. = . local union. It is good and necessary to have,
staff developinent,.but it is wrong tp allow the
'staff to determine what tl e total structure of a
schbol prbgrat will be f

X 4

Many principals express Similar frustration concerning
. the role of the teachers' asSociation in suppqrting
continuing teacher education and:professional development ,

'-at the school side. One principal Writes, "The teachers'
contract grovides a negatiVe note to most activities
p4anned for stafif,,unity and development. There is,
a constant -,em.inder of time andfinancial limitations.

on -a-Ctivitie,vb.eydnd, the contraa teacher's work day."
Another sees the organization as being too big and
unwieldly,and as having too many'other,important goals .

to bse able to serve as a sensitive facilitatRr of -
Staff development. However, several principals suggest
the association could be a.tremenpous and positive

, forCe in the area of staff deyelpgment with the proper,
.incentives or leadership. Most principals and members
Of'the prOfessional organdzatioris who wrote on this
subject cited time, expense, contrat problems; stress,
reductions in staff,4 eaimiriation ofiprogriams, and
negotiations of contracts asfa6tors which are harmful
influendk in any effort to achieve cooperative pro-
fessiopal and system spcinsdred staff developmentprograms..

Repreentatives of theiteachers!and.administrat4s' prom-.

-fessional organization also seem to recognize the potential
for teacher educatibn and prOlfessional.development through
cooperative sehobl based and professional or&anitzation*
sponsored activites at a single School site. Modules #53
.ancl #54 co.ntain.hypothetical'sCho4Q.-based staff developTent
prograFs fahich were written%by :association officials
suggest structurbs,or proceSses which could he.lp to
achieved -goal of,mutual cooperative to achieve individual
schoolor member goals.

4
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)(21-1C,OL BOARD AND' COUNTY REGULATIONS

.-
: ,

Pri--,nc s have a variety of views concerning schobl boai-141

and County regulations in relationship to how they affec-tand
school based inservice activities. 0-ne e etnetntary princi-

pal feels' ?hat county and school, board 're latiolis do

lit-Eje to foster good, inservice at The sch of and often / ,

are deterrents. Yet another prinadpal with a self-contal-ed
staff' obseryes,that some of the school boa goals are not

.
being realized and hints that budget constraints may be
responsible-for less -than full staff participationo ,On

.
".the other hand, several principals find .-0-le required ,

(annyal plan- and school board goal approach to be'helpful
in Organizing their school's staff deyeloPmenX programs
but many also cite_budget cuts &s being' detrimental to

school inservice programs' potential for _effectiveness.
One` principal sees the county and school board- regulations
as.15iding a "minimum/or survival base for inservice"

) 'and.notices.a tendency Mr these regulations to allow
, for individual Teacher growth without Passring the appli-
cation of inservice growth to the individual classroom:"

Andther principal interpretsthe school board goals as
minimal objectives aid states that "re school must reach

. beyond these c.ounty-Oide objectives in order'to be unique."

ORIENTATION

-The'principal often plays° a critical part in orientation'
of'new personnel 'to school programs and policies. `The
initiation process often begins with the principal who
spends' some time"with hew teachers to explain school opera,
tions.and -county levePpolicies involving silk leave,
medical plans, proceures, schedules, And use of material's.
The teacher is then often matched with 'a veteran ",buddy."

, teacher.' who gives the newcomer additional schobl rented
inyervice training and assistance in the following weeksc.,.
Princw.tpalss 'or assistant .principals also arrange meetings
with special area staff members in. reading, ESOL,
media .center, music, art, physical education or other
special Programs. Many include a tour of the sdhool
and a printed information booklet explaining schopl regu-
lations and procedures as part of the settling .inperiod.
Most also introduce new staff members to ..dretaries,
custodians, cafeteria personnel, bus drivers',, health
personnel, and other special.pragram aides and personnel.
One principal assigns each new. teacher to 'some special
program or committee at the beginning of the year and
makes.the newcomer aware of many other possible means of
involvement/ And most feel that'having as many veteran
teachers.&possible.involved in the first few weeks.of
the orientation process is a way of assuring the new
teachers of an opportunity to meet._51.ther staff members.

t-
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in 7C)ST prtncipalg indicate tha;t they
- maintain, an informal open dOor policy for staff members
needing individual formsof inservice assistance and
that they'reach out to help new teachers by taking ad-
varitage ofinformal visits in the hall, teachers' rooms,
Or'during before and' after school encounters. Many de-
liberatelysross paths with new teachers to create
opportunities '(:) offer or seek assistance1ih a non-'

threatening environment. In the event a new'staff member
encounters problems in curriculum 'development or classroom
maziagerpent matters, principals offer immediate support in
'a variety of ways. One principal encourages teaching
f-eams to Work cut problems as a functioning team rather
than as individuals. 'Other5, 'may call upon a curriculum .

other staff Members or a helping teacher -

prid'e=cf5e-ci4-1 assistance for.the'heW teacher through
demontration lessons, or-cross visitation cr

cb:.er4a;tion experiences:

In several school the orientation process actually
begins with thei-Ciring rocess which inyolves many members
.T.-f The schooltt ff. In qa modeDelOtientary school ;ASed,
as th
.a

aie

asis .'cl. ih-ehypothetdcal Teacher Corps model in ,

..
1.:a c group \of veteran teachers assist in

c_ :3-.A0-,--Clustier , tkie.m or department'
\

4604-- .

,:c.'40,p1,3/Mjn the inter sewing and'

rsel-iin pr-ocp .4,.
-._ .,

.ay 4the., principal in conjunction
witriPPentral 'person =:, officials completes the emplOyment
proces and is respo ,-, bile for additional orientation of
the new staff member.. his same procedure applies to
transfers fiRom within the System and may often involve mem-

- jeers of the professional organization.
_

-3
,.

.
,

.

i many, staff .development and special pubject experts
'see the orientation process as a,critiea.]:.factor in ,-e...i-hli.sih-
ing a climate for innovative success. To help a new
Teaehar cO'rps project staff-become adjusted. to a new
work envdronment,-principaZs gr other school staff. members
can apply many A the orientation procedur6s'used to
h'elp new teachers to'.helping special program or.pncject
personnel teal welcome and cbmforfable and Confident in-'.
their special roles within the school. ,

!..

. /

O

I.

a
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INCENTIVES

"Wha't are incentatives for inservice teaCher edUpation?" is

a question often presented for debate among staff developMerit
specialists pr educators. This sma.11stUdyof the principal's
role in staff develbpment reveals that.each.of the ten principals

respond:Nag to .this type of question Perceives 'incentives"
in A dibrent way. At this point, the main conclusion we
.- can draw is that each school and staff must be examined or
studied separately" to determine what incentives will be MO: t.
effective to help&chieve overall project, activity or program
inservice goals. The following summaries of various individual

viewpoints illuttres howsome incentives-are more important .

in certain situatios thah inother.

ELEMENTARY SCHOOLS

1

'Additional salary, appeal to professional pride,
pleas for commitment, and graduate' course credit.
lire all effective incentives for full Staff parti-
cipation." Staff'members havenjoyed evening
insetvice sessions cOndyicted in'staff members'
homes with refreshments of food and drink,. The
most important incentive factor is for teachers
to feel what the. are doing. is important.and
worthwhile: Activities must have a clear purpose,
be evaluated easily, and when possible, result in
tangible teaching aides or products. These
activities should be enjoyable allowing staff
-membeis the oppOrtunity to know one another
betted in an atmosphere free of school day
interruptions.

The desire by becOme afront runner in collaborative
projects with agencies outside the system'is an
'important incentive at the'school.. Accompanying

. the broadening aspects of travel and conference
attending inherent in collaborationactivites is
the reward' .of being an .author - seeing one's name in
,print as a result of effortsto.establish a new
trend or improvement in educatio,n'....Summer work both
paid and volunteer provides midstmmer_reuniOn
possibilities...Involvement'in the first national
IGE movement and the interchange with people,else-
where have been additional incentives'tor inservice.
Experimentation is Such prolects as the One Room
School House (ORSH) helped, in school reorganization
.and provided the excitement of "living. 41,angerously"

' and the' satisfaction of "proving .a.poiht"
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- The very best incentive for inservice trai' .is

instill within teachers a desire to imp ve their
teaching skills. The'Teachers' Innovative Fund, addi-.

- tional new materials accompanied by demonstration
session; aides to man special labs, vounteers, and
additional 'planning are 411 incentives for teachers
to participate in inservice activities. Nigher:salary,
Certification.requiremehts, 'and course content applicable
to classroom demand's are incentives for, taking college

--'co'ursest Becoming master teacher in a, team situation
is,alSo an yidentilie lopcsome teachers.

Incentives based on the dynamids cbfL the gr81.1pWcpeS,.
. and ,the interaction of people' focusing.on aC̀ommon go,a''
# are the critical, path to successful stiff ,development:
`Moneytand'aal that it;proVides in the'line of incentives
_such.as.scholarships, tine, Material, and. salary is
also an important incentive factor...Professi;dnalism
in the4form of---leadership roles, role specialiqatidn,
participation in curriculum development and.other
school programs are equallS, as important. Oppor'tunitie's
.tó assist students in their education, are the, overriding,-
incentives....Most incentives are intrinsic.

A built-in awareness of the need and importance of staff p
-develdpment for operating an effecti e school isthe
most impdrt4nt incentive. The successful, school opera-

, -tion needs enthusiastic leadership and money. for time,
,.ma,tei-dads, and development of programs._ Serving on ,

county committees and thg accreditation process,are*
also important recognition incentives. for teacher part-

-, icipation.

- The, greatest 'incentive for attendance at 'workshops or'
inserviCe,activities-seem,to be a genuille feelingjor
th-e-need fUit the aottiv,itytand the. availability of free
and useful'materialS.1 Teachers give a great-deal:of,
time after school and. in the evenings,-for in-house
inservica activities ....Often county level or-jOint
school inservice seeMs to interfere with the practice'
of in-school cooperation. Scholarship money 'should
be extended to include paymerits to teachers for courses
that- involve thep.r exploration.of persOnalt'interestS
and goals.

Fw
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SECONDARY

The clkilaenge of being the best at what we attempt is

.probably our greatest motivating force. 'Esprit,de corps'
add a positive stAff.attitude ire the most vital in-
centive factors lin conducting iriservice. The negotiated
teachers' contract articleS requiring additional pay and

restricted hours for staff'development.i.sfsomewhat
gHowever,..these requirements are sometimes super-

fluous as teachers will oftenrespond.poSitively to®
voluntary opportunities to develop materials and programs
needed: by their students, . .,*

'Thg same incentives that teachers use to tioti2ate students
alt:WSPoeachers. "Although extrinsic 'incentives are.
,valuable, the intrinsic factors such as enloyment,
the sense ofachievement, the satisfaction of mutual

planning and observing improved performance of students.
as a result of inservice activities. are more effective."
Additional services, plallning.tite and Salary increMents
can be important for creating an ar*sphgrein which
.inttrinsic incentives' can develop. ,

'

- ` "Staff develOpment to meaningful should be spool
. centered, school conceived, and school suppbrted witIr
additional salary fir the deyelopers:" By paying

the developers you encourage others to be mou involved
and encourage them to ctevelop on their own:, C

dn,keeping With Ilewins.,Force Field ;heory, each Change.
The

be
ed= change
me faCtors,
p teachers
a change

eroom
ent,

involvespushing_forces and restraining forces.
Duping forces for staff development change may
school, county-state or even federally motiva
goals. The restraining forces might include t
attitudes, of, materials. Some incentives to he
become involved in inservick.programs to create
incude lighter teaching loads, elimination of h
or other special duties,: extra money, summer emplo
larAer decision making roles and extra materials.

`kr
1

*****4****Zi***1*

r

VOTE:. Each of the 54fthodules\in Part IV contains a
-r 4

section on incen-tives as related toga specific
single chool staff develOpment prognath or
activity.

.1tPe''''
art II of this report contains a section on.
the topic of "incentives" forsingle slflool staff
development progi,ams based on all modullp

" 1 1 0-
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COLLABORATION'

a

Principals anJ single school staff memb rs have a numNer/
of option8 for arranging inserviee act vities at ,a' s g e
school 'site* in calllboration with corn unity orgarE zaticns,
local, state or federal agencies, ce tral school,citiminIstra-
tiontpeysovel, universities ov othcr higher and specialized.
educational, institutions, business or induStry or in/coopera-
tion with, individuals from throughout the community/ Princi-
pals-participating in this study of single 'school taff,
development report the following school based col borative 2
activities.

sr'

ti

parent volunteer coop ration in establ shing and
operating a schoolm th lab

/ '

a' joint School Hum- Relations Committee/,PTA.

.
effort to deal wit' the problems of /stress
through'transacti nal analysis

interschool cooperatiOn to train eachers, in
new open education,and Individua ly Guided
Educatioh methodologies. ,

a field-study-to evaluatelliil I with federal
government fficials -

preservice traindng activities as related to
undversity metliodsand cont nt cour k:in"
cooperation, with a local university

programs on learning disabil ies and-mainstreaming
with the QpiveFsity of Virgin a'for the full staff
including recreation and office personnel., aides

_ _ _ _oti parents

till-tan Relations programs with parents, business
it to ests; churches, the 'Martin Luther King Center,
POlice,departMent personnel and adult education

_ __ter:Sonned
./ .

.

- articulation programs betvieen intra-school committees,
-county, level personnel; parents anraNjunior high- , ..-
school.staff

, . :.
.

. . ,

,

----astaff-parent project to develop an improved system
.-..-otreporting to peen is and students

,,,---

.c.6.1=legeass i s tan c to help a staff use and interpret
'the schOoi's test rig program

.4
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a cooperative school-universitY Poets-In-The-School
program

cooperation_with:-a:fedeAl &geuy to develop materials
for school based aerospace education.. materials J.

developed-at the single school site were diStributed

to other system schools

jnumerous accreditation self-study activities involving
f school staff members, members of the 'community and
visitingeducators 15,

- the participation of parents, buiiness representatives,
members of military ayncies-and other volunteer,commun-
itY members in an elementary chi/drens' choice progtam

college credit schobl centered courses dealing with
individualized instruction

- buzz sessions sponsored by the local teachersipro-
fessional organization 'onlcurriculum-matters,for
teachers and administrators

- "Swap", a project to learn& the scopeth stope-and breadth
of another person's role in.the overall county'education

. System which involyes aides,, teachers,' volunteers; and.
,1

administrators

meetings with.the principal and the professional organi-

zation repreSentatives to-discuss the pplication of'
the teachers' contract

student, p'arent, teacher, and administ ative cooperation
in exploring the possibility of changi. from a six'

to seven Orr-eight. periods day ini a-high s hool-

__Ldea-sharing o,n an adviser,program now-operating'in
a High school with a schodl in an adjo'ning &aunty,

- extensive collabbration with members o the education,

business, and residential community in onducting a.

weekly "Planning for the Futurell progra at an
elementary school,withlfull'staff and s udent parti.Cipation

- one school Would like to have a scheme.
business might "adopt" a school for the

. providing instructional services. For e

computer organization 'could assist teach
how to use computers located the,jUn
high schools:

*****v:**&********
.j

"C.

For fuVther information on collaboration at a single

'school site see "collaboration", Parf'-1 and -the collaboration

section in each module.ih'Fart IV.

hereby a
purpose of
amPle.a
rs in learning,
or,and senior
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FACILITATING. FACTORS FOR SCHOOL BASED INSRVICE

Each principal listed in numerical order' the factors
which seem err best facilitate inservice at their
individual school sites. 'A4ain, it is.penhcips best to
assess these fact pr's as'hey relate to a total and
specific school situation. A summary of each principal's
view of, facilitating factors. is listed beiow'for cam-
pariscn purposes: ,

ILEMENTARY. PRINCIPALS

ti

.

-;
an able staff

- a young experienced 4taff
careful planning, be"tween.staff ane principal

- 'self-cdnfident.staff and principal

motivation . 'ft
. '

A
Pe

'- staff willingriess to explore
adequate ti'mt. .

.

abil,ity to reflect cn what the ho,,,o1 is doing professiona,
'

4

-
t empathy far children)s,needs .

- avoidance of pressures ,.

, .

- minimum'ttime pressurea .

1
= ,

-. !relief frdm trivia such 'as lunch duty, bus detail and reports
a mix af apecia interests and needs on part of

,

A : tteachers and students
0 i . I

. money and.matesrial incentives
'staff and parental cooperation

- establishment o tTriori iese- ,
clear and understandable administration organization

,

enough money fbr'personnelhelp or extra.thaterials
I

.,Y ! ,

, ,

* .- adequate tinge w'ovisions '
- staff collaboration on with school related outside groups

,t,' lead ti for ecision ma ing ,.

- stiff a yription of leadership roles makes needs more apparen't
informant and fun , ,

4
. .

:

- Open corn_ i:tA,tIon'

- variety in esources or consultant'help, ,,i,'

- ,
staffmemterp'who are active in curriculum coordinating,
cbmmittees,the teachers' council On'instruction
or other cotanty dommitte6 work ,

student and parent involvement
- pride -in-,the schc,o71,

.
,

F.
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-SECOND RY PRINCIPALS

- the principal
- release time (fUll da )

clear sense of purpose
school communication (

- the teachers
- ,release time in the day to work on projects
- school organization and structure-
- common perceptidn of-need

rtical and horizohtal)

- the students
- strong teaching staff
- -the desire to develdp solutions
- program 'developed for school level

colleges and LInipersit,ies
wi(llingness.4af a.staffto assess.thems lves and
establisii:meds
commitment to school goals

- payment for participation ih self-planned programs

- enthusiasm .
il

4
41, r

felease time within,the_school .-

(

- strong administPative deSire TO changes ,the school
willingness of the central.administrationto
Assist schdol based, and Originated activities
dooperation

--\
and willingness to assume responsibility

Nj**********************
)

One elementary. principal listed facilitating and .encum)3e-ring

factors lor School based inservic activities in a statement
which follows.:

I sus ect that there arse' fell if any true " eticuMberers."

There are lans, goals, bjective wishes, desires,
per ved ppropriate/desir ble directions; ,sets ,

- aft ons,r values, -person needs ,. but perhaps
the i alit is that there ar irinumber.able,variables.
opera ing n change or-causing change which presents .:

-opportunit'ies for the growth of staff and
students a d all those associated with schools...(s to
'thesei,enc brances )..perhaps the erroneous hypotheses,
wrongigues es, poor judgements, inadegiate knowledge,
unrefined Skills, distractions, schedule changes, resource
limits canlbe utilized.for the productive, posit've

pieces or 'arts that4are in, them. " c 4

4

tt
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ENCUMBERING FACTORS TOR SCHOOL RASED IN.SERVICE

ELEMEUTARY

*, lack of-irterest
- general attitude of some staff members
-' .lack of time

time ,

- lack. of incentive -.

- contractural binds of teachers' contract
- petty evaluation systems that focus on

quanitative data
- restrictions of teacher negotiated contract

* - lack of leadership .
,

power struggle among staff for ledership roles
- lack of leadership at the central office

**

0-'

ti
/ SEONDARY

//,: .';'.,:--
- 'time 'k ,, '.--sez,ti.;- .

- lack of plawlingfVAdS,
.4

programs tbtattake,..-thg,teaChers out' of the
school-durint.v11*= '..,

- central administra ibn 1

.
v 1 ;
N._

, ,...
e: lack of planning.:,time,*

- curriculum speciall.-Stsv,.
money-

- outside ,resource persovjnel who do-nof.reall'y assist
'teachers

.
1..,

-
.

- ,-reluctance to 6onsTdk.aa e or . inservice self assessment
developingprograms that tea,c s.., ve no .imput'in developing"

unwillingness of,s .;ea.rf. mOberb to participate

lack of money
overload of inservice activities

lack. of time
lack of autonomy for local schools

or recognize the 'it."parti.cip'sate^t'

- \ the teachers' ploofeisional,organization.;,

* = Igame,paayipg Or role playing programs-
- the teachers''coniract

, .

4

the professional organization

1
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DECISION MAKING PROCESSES FOR
SINGLE: SCHOOL STAFF DEVELOPMENT.

Significance for Inservice Planning

e

.The'decision malting processes described in this.component
paper might assist it.i§ervice planner0 in the following ways:

Serve assan example of an institutionalized
methRd of: staff development decision, making
at a single school site.

.

-Serve as an example of how a.staff development
program which is part of_the established
organizational structure of a school system
can meet a wide range of inservice needs

!

Demonstrate that decision making in staff de-
velopment'at the single school' level should.

0 be a flexible process involving thg direct
input of the teacher client:` =

- Sugsest.that'there is a great difference in
the decision making processes involving'
mandated inservice as opposed to school self-
generated inservice programs.

Suggest that teacher involveient via the
organizational structure is an incentive or
reward factor fostering participation in staff
development-programs on the' school

- Illustrate a strategy of..having teachers
directly and meapingfully involved in the
inservice decision making on both the
system and single school level.

.

f-

- Suggest that the decision making proce
is dntinuous ppocess in any total school
s velopment lo,rogram,'and some activi kes
requir multiple picocesses with each buil ng

on b t not'negatig the other.

%.
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DECISIOW...,MAKING PROCESSES FOR

SINGLE- -00L STAFF DEVELOPMENT.
4c0c0--

. ough moo More.inserViye activities are-oming.
'about as a of. mandated And crisis needs, the

existing orga VlOnal-"structure of mast schools

more in tune f, eeting self=aSsessed and self-perceived

needs ofJ,,an iridividual,tChool staff or clasSroom teacher.
.,chjool staffs have traditionally decided.what staff de-

velopment activities.they.needed and 'how they would
'utilize.centrally 'administered resources and perso el..

to assist in these acti-vities., .The'budget was.genero

enouigh to allow schools to singfuarly reach oupside the'

system for assistance if it was' felt necessary. There

were state and'iocal controls and inffuences to be con-

sidered and educational trends'and fads to. borrow from,,.-

but. therewas nothing. like the crisis and mandated needs

we are now confrdnted with onvthe-school and dlassroom

levql, The desegregation mandate, the mainstreaming-

mandate, the basic educatian mandate; and the _non - English
speaking.,student,crisi..s are some of the preSsures that

individual schools and-teachers have had to deal with

in` the past .few years. Today it is.no.loneer what each

SchodI wants 'to do, but ,what it must cliO-t'o meet guidelines,'

schedules, and evaluation .criteria, formulated outside

the school.:
Thu's,.the'decision.making'process on the

individual School level often excludes the assessment'nd
evaluation steps for in4seiwice .pkanning., It 'is now often

a matter of how tb fulfill needs. rid goals created by

-a crisis situation or imposed on a.school+by Tar:ious local..

ste,or federarlaws...Accompanying theselpressures,afie--'

declining school populations, rapid urbanization, reduc on

in t&achingforces,,ttter budgets, reorganization,,

fewer school-coatt4olled specia -1 *ograms,',,student behavostial

problems ,',andlan increasing public demand kar school

`accountabilit*, tt..is a time of dynamic change which6
often seen as a 'threat to local school and teacher

0,,I\ autonomy. Nbw more than ever,--teaching professionals .are \

addressing questions of howw, to involve teachers in the

single school,and.System",level deci.sioi making processe4..

This paper in single school decision making processes for,

staffdevelopment activities includes the following parts:
4

,
, - Factors involved indecision making

Staff roles,andschodl structures.forsingle.
school decision making .

.,,

- Single schoO staff choices for 'participation .

in. county, inervicedays and other system sponsored

,inservice , . . 1, .

6

'Mandated vs: self generated goals and deciSion'making
Guidelines for decision making , ,

.

_

6

5>

so'
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FACTORS- AFFECTING LE /EL' OFTEACI1ER, INvoityEmENut-,.,
IN SD;GLE Sq7100LAC,TS,IONMAKING, A_

'
.0sga. ' $

*V . gA.', ,' A

' V ] '.V

school organization and how*staff-me:Mbers
function underdirection'of the;'principal \

Available resources from central' administration,
school staff, the community, institutions of ,

.

higher learning,,lucallprOfessional organiza-
tion, and Others'

. .

a-

C

- Amount of time ,and space staff can commit'
to inservice activities

0

a

The needs assessment process based on either ' ,

- 'self-generated or mandated goal. s
...

,

- 'Existinie,attitudes of staff members and principal
.0,,

towards Continuing inservice training and curri- e

culum or program development activitiest

= Willingness of staff members to Share-reSponsi-
gw_ bilities for inservice pl-anning ; implementaitiOri

,- follow-up, and evaluation processes and proC4edures.:'
.o

r ,,, .0
-

- Ekialuation'and monitoring requiremnetsor possibilities.
: r ,

' ,

'°t ROLES AND- STRUCTURES FOR SINGLE SCHOOL
DECISION MAKING .

!

.,

i'.

- Principal alone.
.

,

,

- Pri 'ncipal apd established-teather committdeS,,,,

ad hoc committees or specil,steering commitees.

- 'Multi- committee structure'...vertical and Illorizoptal.

- Deartment orotfier school teachef-units,

- Teacher/,commUnity/student committees,

Teacher and central administration personnel(

Parallel single-school/coupty committees.

4
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STRUCTURE: FOR SINGLL S_CHOOL DECISIdN MAKING

,...

. .."
.

.

Each principal's module in-Part IV is an example of

$

- the varie'd.s;ructures in the schools that can.facilitate
shared power by way of decision making for school based
inservice-activities. 'Although a democratic decisiOn

-making process,exists in most schools, the Teacher Corps
project staff chose Long BranlIch Elementary School to
,represent a teacher decision making staff development
model because of its visible and Chartable decision 4

making orzanaribnal:structur&.,This shared power
st-ructUre was establi,shed prior to the physLcal merger
of threeelementary.schools into a newb-dilding. This
merger into a new open space school involved the coopera-
tiy:eplann-ingal adminiStration, the three -

---1---affected communities; -the three staff, and others for a .)-

.unified effort whichbegan with the design of the,. -- -'
.

building: This was in 'many ways a transitional situation
similar 'to the currentiT-eaohr-COrps t

.roject at Dunbar
Hig4---achoolinjiashilIgston, which involv im-4.

-ifroe--'--m ------4'and'contintang inseryiceto train teachers to change
the closed classroom to the open classroom'enviropment.
At Long Branch the ,,transitiOnal exper'i.ence Ha§,retultedin
a cOntinuationof the unified administration-parent-teaCher-
suport staff' having of the organizational., instructional, _.,,

and curricular responsibili-ties. A positi\;_e,atmos-p.he-reh-a-s
)., .

Ni, been maintained largely'-through 'a functional vertical and .

horifontal committee structure . A professional staff
,willing to exert the t' . and effp-f,t necessary to-assure
,sound learni --fli--Z-nments.for their students. For
.add' . . -information on Long'Branch staff development
programs, organizational structure ant history see Part IV,_
Modules #13'- # 21. ..,,

_ =--

similartransitiona-lpY76Vaminvolving the merger
of th ee-school:s into a new consolidated school- and an
accompanying total school 'individualized compute program
met with less success . This tatarstiff development project '

was in curiaboration with Westinghouse Learning corporation
and is described in the problems component paper" in Part II.
of this report. The Planned LearningAccording -tONeeds
experLence clearly demonstrated what can happen iftteachers
are not. involved i the icitiatiohgand subsequent decision
maXing processes.

t,

67,.

119
O



w.

1

f

SYSZTM SLRVICES AND'SINGLF, SCHOOL, rCISION MAKING

At present each system staff member is kept informed'of
ara_i pa e

or not to ,participate in staff developmeht activities4-b
-onducte4, by central administration representatiVeS. Many

county pro -r are designed to support.inservice programs

in e school and are Most often based on helping
ach,school meet the school_board,goals. The Teachers'
Council on Instruction and a syS-tem wide survey alSo

help to determine 4hat inservice.will be offere4 o

county level.' But too often, system wide vice

is geared to the more basic.or needs and when

a school is makin i vidually concentrated effort,
n ea, thc s'ehool*staff may have to work

.rts own advanced forms of:iriservlce.

Wheh a school staff is:icommitted
P
to,a self-generated

full time scl;ool sitei-tigervce program like the Teachers
Corps Project, there is little time to become involved in
system wide programs except-in a sporadic fashion. .Some
of the services of the curriculum specialists or of.

---special pro'grampersonnel often concentrate on offeririg ,

single school programs sometimes on a model' or 'pilot

sghool basis. County programs that 1fave emphasized this

type of single' school. thrust include the.iReading Improvement
Program, Teaching in the Affected DRmain, Gifted and
Talented, Human RelatiOns, Bilingual Educaticn, and

.Humanities programS'`: Staff development assistance from

central administration oTten occurs during ?eoganization
periods such as occurred 'during. the change .from regional.

strctures or when schools need to consolidate. In ::each,

s4, staff development at the single school site is

)Dul..- 'into the reoganization and structures are designed,

to involve teachersinto,the decision making processes. ,

-4,p,ingA school and county cooperation. is anticipated wyen
clans .begin next year to move the ninth.gradai-nt:o-
higkftchools and mucounty.and-Iscrh-O-61- staff deelOpmerit0

coop4fttion will be needed to plan for single sC'hool;in

service need.

The parallel school and county comMittee sctructure

has proved 4b be a safety valverlechariism through mhich

teachers anUladminisrators can:1-Vent their fEkelingt..and

-probl4ps involved with man-d. Tservice, Currently,
the telcherS!* Council on Inst on, with representa-,--Y

tives froteach school, hasteAidealing with the main
streaming issue. Teachers are proposing 6 3-1 student
ratio in their class courrs for each mainstreamed, student

L2 0
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ompromie position ip accepting an unpbp-aq,ar practice.
A-the same lime, staff develophent center personnel' in
cooperation with. local and state special education department .

personnel has presented a series ofinservite workshops to'
'help teachers wriIe individUllited instructional plans.-
Ori infr-P-lans were, to, haye schools which participated .,

ceive funds to purchase special mainstreaming materials,
but the final arrangement. involved funds for central
resource center in mainstreaming. The special educate on
teachers assrgned'tb.individual schools_assist in these
and other mainstreaming efforts, but in the,e'nd? as iri many

crisis situations , there is often minimal schO61 based ..,

.

_
decisicn..makin& to de;relop inservice activities. :Fo'r further
inforMation on the mainstreaming: worRshaps , see the component

, -paper on collaboration In T's(rt II%
.

,

How VariOus schools used the October 26, l976',' system .

inservice °released day illustrates a number of flexible
single school relationships with county sporiSorold-programs.
The I5ivisiori of Instructiort presented'a series of scheduled
workshops on the new school board goal in _thinking skills
and a/1 county personnel;Were invited to atteri'd on a first
come. firs't,served, sigh up basis. n, some cases there

'

was
)

.

was altost complete sxho®1 particiOTTOn and in-others, a
total, absence of some schools' personnel. In either case,
there hapcbeAla full faculty' decision on what action to :.t.

take asidstaff. When a full staff did not participate, ...,,

a schdpVgenerated program substituted for the county activity.
, -. On the other hand, some schools with full staff participation

in the seventeen part session pre-Planned to,(thoint of',
assung school representation in each of the different parts
of the county program. Teachers who had-represented the
school at each wAkshop gave follow up q,esentations at
the school to various groups and cpmmites developing
thinking skills claSsrook materials, and:activities-for
individual classrooms. Ohe junior-high,schoorstaff had
jointly decided at a faculty inservice meeting to make .

. --the October_ 26' activity a--part of a. six session th,ini.ng
sl,(i/ls school based inservice program. A descriptiOn of
thiS scheme is in Module #42. The elementary school with
a-ne0 Tedtherl-Corps project decided to use the county_ 2.

0 staff development day to honor their commitment toqthe ,

. project and to handle the thinking skill goad.' in *heir -

- .

own. way.
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MANDATU VS SCHOOL GENERATED INSERUCE

The'. selectaon.and implementation process in a single school
. , dealing with Mandated educational goals established by local.;
. ,state, or federal governments as Opposed to school generated

inservice based on consensual needs can be/Vry different.
Just how successful .these mandates will be in improving_a

.
, t- schools program depends on the staff's perception of

theiA, needs and how easily goals can be implemented with::
th0 established -school structure. In some cases, permanent .c-

'or ad nbc extensions to the committee structure might be
heeded. No matter fat actions are taken, all concerned; "
shoula.rebgnize that the very nature of goals and directives
mandated by an putside force will often invite steaff,re-,
sistance and implementation problems. ' A .':t

As

.A review of the annual school-plans a wide:.

range of individal'school staff development approaches .-:".'-I' in`efTor-to fulfill' the five board goals'. In- ', ),""-1-1....
,

'a 's ensa,. these local opton goals and the accompanying .ii4fit.

,
inservice'requirect it,i:eachschool do not appear as man- - 'e

dated as =do state or federl mandated goals, School ,..4

board goals aPPear'less mirida,tedbcause ofthe pre-
,

planninstage on the park of the cou4ty school board,
the superintendent; an other personnel'in the central
adminis.;4aPon. This etage involves task force and fr."

.

. .
cAmittee work which most often includes teachers,, public:-=,-

hearings, and suggestions from the entire professional,
parent, and student popkilations., -g,.

-=.
. ,

V

The central support system which gives services to
the single schools IS well prepared to give school.board-
goal-T,elat-ed services,. Some schools take full advantage

.of these, services for fulfilling their- related school
baed goals, thuS allowing their-Iplanning energies,to
focus more on Self generated needs or goals: In good

,,
4.. times, 'Olen financial assistance ccompanies impleMentatiipm
of-a schoo*-board goal in a single school; an entirely IF'

differenapproach might be used. 'go Mich of this type
of involveMen't depends on ,the ccompanying incentives
and .the time factors.... Some schools, who sense a tl*eat,
to their' autonomy or who are overloaded with ,self- generated
commitments will seek to fulfillQonly4.he minimal re-
quirements of mandated goals.

Cie
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It is possible that outside control of the staff develop-

ment actiV.4fies,used to implement an- unpopular mandate:

serves to isolate that issue, ,and within a negative halo,

the eorced inservice can come to'adversely influence attitudes

towards other formS of inservice. Teachers may come to

view the participatory process and organizational structure

that they are encouraged to become. involved with as a

phony po4er sharing device used as a ploy to rubber stamp

and implement external directives, However,,,,,io matte

'what form the decision making takes, for most 'teachers

there is an 4wareness that ultimately it Xs the-teachers'

task to change their ways in an att,empt to reach both

self-assessed and mandated objectives.

.
There May be more individual Itaff accountability'

when working, on a school based and schoOl generated in-
service project as opposed to the less accountable

and generally less involving system conducted activities.

These sdhool zenerated inservice activities require

full responsibility and visable activity on\the part of

Someone or some group within the school in ol,del" to

assure maximum sleCcess. The incentives for school site

inservice might include.:Lteaclier involvement in the decision

making process, opportunities for professional development

and' ecognition , and the opportunity to work with those

closest to a staff member's teaching situation.

Exainples of school' originAted needs assessme t and

.ph.
decision making are,in Modul&s:/ 27 and #28: In- th se

11 schools, an outdoor science lab and ;a math lab were
es)ablished through t,he'nIlaboration of a school staff,

PTA, The 4unty RecrTation Department and both .adult

'and high school Nofunteers. These, twa, separate projects ,

both conducted at the same school required.considerable
staff planning, work, and training. Teachers,trained'

teachers who in turn-tined Jjle_volunteers needed for

assistants in the two lab situations.. ' ''_
.) ,,,...

,
,

..._ ) :.

.
On the junior high level, one school staff annually

assesses its inservice needs'and selects a specific area

for concoeptration during the year. This.concenttatibh-
.

may or )nay, not be on a man4ated goal.' Modules WO ,and

#!4l describe two of the efforts in tht areas of

human relations:(mandat
s

) and leatiniv diSabilities'
,

. ( self-generated ). `-
,

In some cases, where's self generaped'annuaa or

continuing thenatic prOgram exists fn a school, such as

the elementary 'Planning for the Future' children's choice

4
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- pr9gra in Modu 30 b an e secondary seventh period

"progra. in Mod e 39, the mandated goals' are assimilated

into o treate as part of the existing self genrated

prbgra This goal overlapping may often resUl,t in a
.pieceme oach to fulfilling mandated objectives
and may require considerable inservice planning , both
in writing annual school plans 'and in,plotting afull
year of scattered actiVitieS-partially involving mandated

i.
goals. This aproach may rely heavily,pn system sponsorc,i
inservice or support service personnel-to
',conduct required inservice activities and-to.some the'
motive may appear to be to "get it over with so that

,,we can concentratepn other things." We suggest that
often this concentApated effort towards mandated inservice
is an attempt to get.4or keep- 'the ball rolling-okn a
new or school centered inservice area.

An area for possible-exaMination by national'or
regional Teacher.Crrps personnel could be to compare
the success of.Teacher Corps innova4ve projects de-
signed:to,increase teacher particibatiOn and power in
schod1N.Xvel programs in light of mandated vsschool
generated initial needs asseements processes and goal,.

In the'schools studied for this report, the
procedures for determirlipg yearly school staff development
programs and empha 's v ry. The staff group entrusted .

with developing the ool ihservice program may suggest
a one-thurst annual effort and assume most of the res-

: ponsib:ility for conducting this prdgram with a ccinsensual 4

-staff commitMent.. On the, othei' hand they might establish

a list of inservice priorities and applytheir energies
and resources accordingly, assigning the school committees
the:responsibilities for developing the programs. The .

prinpAI might assume some of the responsibility and
t '

. leave low priority,inservice activities up to the
... t

individua, teachers' initiative. ',
.-*--0 .

.
The organization of the decision making process

needseeds to be caxefully worked out so that in a multi-decision.
making &itlatiOn-foi, a singleactiviy, a latter part of

.the process does:not diminish or invalidate -an earlier-

`' step. theretshould be some commitment on the part of
the principal, to participate, cooperate, and abide by
the-decisions made by responsible groups. When this
is not possible, ttaA principal should reasonably communi

,.

. .

r_.=,:. cate e ons for lack-.of personal. .or, support.

A simil r commitment t® abide-by collective.degisions and ,
.

. the -
staff.

, .

A
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0,
. *When a decision from within or outside the school

,

is superimposed on ati individual or staff.,--aClear explang-.
Lion b-c.ra.tionale for- this action is due.. .Ofte.n an_

-4. individual teacher may be pressured into or unwilJingly,
ibvolve,Jap-ac....t.imias- they haVe nbt supported. When '-

possible, provisions should be made that allow for non=
involvement or a compromise postion.on the part of some

e teachers.. This flexibillty should be part of the decision'
making process used_fpr 4aohzactivity. But in.mandated
situations this flexibility maynet be'feasible if there
is a, ge4Nral.resing_e___ts a-progeam.'

In conclusion, ihe total school staff must be,aware
rof the dif-fefence in, the decision makingLproceseescharac-
teristic of mandated vs. school-generated staf-f_deNtelopment
In mandated cases, the initial and perhaps- crucial -decision
has been. made and often with little teacher inpui.--Thus,
to be effective this type of inservice must be planned
and implemented with strict and sensitive attentionto
the principies'inherent in the ,concept of teacher power
arid school autonomy'. Although the chosen approaches to
inservice s may differ, careful consideration,,mAt be
given to each of the remaining variables which Can mean .

success or failure. Incentives, collaboration, hones'
participatory decision'Makingi =role definition and sharing
of responsibilities, ad human relations, all become
critical factors on th6 way to positive change: The

, following chart illustrates the areas fOr,autonomoUs
decision making in the case of a mandate goal. inservice
'activity. .

. .

--.*,,,,_ r

4
.

IM.PLEMENTATION ACPOZ.JNTABILITY

OR

EVALUATION

Are' for Alltonom & Decili?n Making

Incentives

3. Stategiesl-
4. Decision Mg

A. Who
B. How'
C. When

What
E. How much-

1255
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SOME GUIDELINESjOR SHOO L STAFF DEVELOPMENT

DECISION MAKING
.

Use the -e-Rigt+rrg- organizational or manaWma4A.etlucture
to make-and implement decision 'when- possible

- WeriEreating a new committee structure or addition
4),

-4-to-the existing organizational 'structure that will-

have decision m ing power use Adalemotratic,process
-frr estab).ishin they new unit.

Time is an important factor in making decisions.
Provide adequate time for studying an issue before

makiti or involving others in'the decision making
proceSs. The,time decisibn about when to conduct
an'insery e activity is' major and critical decision
in any'inservice activity.

.1- 4

Make sure your decision makers and the affected by
the decision are well info,pmed or have a source of
information .t6 use for im7estigating an issue. -In-
formatiopources or materials might includrexperienced,
indivi&ais, copies Of the immediate issue being -

liteoitIed.upon, a list of alternatives, supplemental
4- related materials, and inforMation bn restrictions'
or anticipated problems. Avoid singularly biased

0 materials and present both sedes of the issue.

When making decisions about major changes': 'hat have
been instituted elsewhere, provide the-opportunity
for some visitations or observation by'key individuals.

Use in house talent and experience whenpractical.
.

Treat each decision making experience g3,srTtnique because

of the different timings, persons, and4ssues involved.

In'volve those who are likely to be ag&insfi the effort
in the initial planning process.

126
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NICNTIVES IN STAFF DEVELOPMENT

The term "incentives" as appli-tdIto staff development can
be used to mean goals, purposelOCompensation, incitement,
,to actibn,.motivia-eion, satisfaction or professionaloor
personal reward. In a broad sense incentives can be 'viewed
as crowd pleasers or factors that faciliAaie or make
involvement in any activity a morepleasureable, useful,
and rewarding experiepce. In a more narrow sense, incen-
tives can be vtieN67.ed a.s.a bag of Specificgimmicks or 40

tricks that inservice planners can seledt and offer
to encourage teachers to participate in plarfned training
activities. No Matter how a group of inservice planne)?s
perceives 'incentives", the prOceSs of selecting the
grape r range of incentives for the right activity for
eth r(ight audience requires a real understanding.ofl

the target group and the potential of the incentives
as the sposal. of the planners. As each teacher will
m st li ely have several primary and secondary motives
or pa ticipating in any one activity,. nservice planners ,

should include a variety of incentives into each proposed
,activity or program in hopes of reaching the maximum
number of participants. In any event, an understanding
of tree various motives for eventual participation is
most' apt to occur if members' of the target group or.
staf are included in the planning and decision making-

ges of'inservice Planning and if a list of-the more
angibIe incentive resources are available for their'.
consideration.

Most,staff development specialists agree that certain
obvious ince tive factors often contribute to successful
staff develo ment activities for a single schoOl staff.

- have the activity schoo],babed or at a convenient
location i

- have the target group:ihvolved.in the pianhiing ana
decision making process

e the activity at a. convenient time fdr the participants .

4 - have the activity relevant to the classr'oom situations
distribute or createiuseful materials that teachers'
can learn to use in the'classroom

- have visible principal or administrtiNe support
'.and participation
(provide extra pay,released time, college credit
or,.other.ta.Acible 1irect compensation.

)17 , fc-e3.1"

Some of these -incentives require money, but as many, I
school systems are ,discovering under budget crunchesudifferent
approaches often need, to be' planned. At preseni'most, staff
development programs on'both the county and schbol levels

127
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in Arlington have minimum budgets and personne with
inservice planning responsibilities need to be flexible
and innovative in their incentive approaches. At .present

.

most inservice is conducted on,a volunteer no pay, basis
during non school .hours or on specia] county ride released
time days,. Many teachers have served as consultants and
have volunteered to conduct many inservice w.rkshops
along with Principals and_curriculum 'special sts who
have also volunteered to assist or have init ated specif1:
activities . Budget cuts have also limited he'amount

, of new materials and many teachers are developing 'their
\ own classroom materials:or are in the,process'Of finding

ways to use older Aaterials on hand in both the'schools
and the central resource centers.

. *********.*****

Our analysis ot:_how incentives affect school based
or individual staff4;Member participation in staff de-
velopment activities takes three forms. The first part
is a discussion of the involvement in the organizational
structure of the school and system as an incentive factor.
The second part-consists of a list of ineehtives whiCh '

teacher and Administrators feel are specific,ietcentives
for teacher participation in staff development.'programs
or specific inservice activities. AAd the third part
is a case study of how system-staff memberstreacted to
participating in this study of .staff_devel4Opment at
the 'single school site.

****************
I

,INVOLVEMENT IN THE ORWIZATfON.,L STRUCTURE AN INCENTIVES,
FOR TEACHER PARTICIPATION IN INSERVICE

. .

Iri keeping with other positions throughou4 this report
' on. development,. we would like to suggest that the
roles-that administrators, teachers, and parents play
within a parallel system-school organizational structure
are in themselves incentiVes for becoming involved in

conducting inser'vice activities. ThiS.role in the gover-
nance of the schools, directly or indirectly, proVides
many opportunities for all within' the process to'become
involved in some phase of the planning nd implementation'
of both county and single school staff evelopment pro-
,grams. The strategies anti techniques f r :collaborative
involvement with community, civic, d igher educational
institutions also emerge frcial this personal involvement

. in the organizational and management structure of the schools.
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'Sustained te eher and pa nt input over.the years

both.ia quality d quantity and continued administrative
en4$ouragemept in icate that all inVolved view this.aS
Anleffec ive shared-pOWer and responsibility situation

founded in feelings Of tual trust,and professional.,.

,respect. Depending on ndividual need p,abillity; ane
interest, th'ere Are amp- ...portuni.ties for any pers'on

to beCome.i.m'iolved in staff developm,ent programg for

either persopal-dr collective purposAS. The range of op-
-portunities extends from the individual teacher's in--,

' fictive to the multiple needs of:school or clasSrOom t6

' participati n in national prdtrams and organizations.
Suilt into his elastic organization. are'sdme incentive

sPi.A.Offs the, escaPe specific identification but which
can SUpport thange\and needed inservide programs. ,

Unity

eof unity and pure se seems to prevail ill the
and community whelh dealing with educational
and this unity is continually reinforced by

Prae face opportunities inherent in the committee

--,netwo tructural organization. Teachers, parents,

adMini rA' and.stude-rits.7have'open avenues to

express the seeds', concerns, and suggestions. Teachers

have opportuni es to meet with their colleagues and
at the same time, 6---get new andAdifferent perspectives'
from tents, stud ts, and Personnel-in other schools
or. on -he county or tate, lekiels. There appears to

be a considerable aw eness among teachbrsiof where
other teachers in the ystem work, their pvtogpa

, _4_*4660.eytise, an viewpoints on speciactissu'es."-,

'

,

r 4' e'l>
,,714 As' evidence trom periences with the Teachers,

, ii- Ob it on Instruction anaNteacher members qt-the''
iculum Coordinating Con16[1. c

,
there i.j3;:ceark

areness of the i_talents of n- 6 J W.': persorindl'wh, may

iybe enlisted to conduct inservice. 1;r.,;AR gnition an

use of individual skifls, both on the CountY'Wd sing*
. ?school levels, is an incentive for continued in6f1Td1

. ;proficiency and participation. The pool-it file inthe
Staff Development Center is used for storing this in-
formation and is a,quick source of resource personnel,`.

for either system .or single school staff developren:ti
activities or needs. .

29
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Materialsa'nd Idea Sharing

The established schedule- bfmeetings involved in the
organizational structure,is qne means'of assuring.
-opportunities for teachers, administrators, and support
personnel to get together, Regardless of the purpose
of these, meetings,-it seems inevitable that ideas, will
be exchanged and arrangements-fot, exchanging and sharing

.matenials will result. These formal or inforMal staff
development sharing situations are yaluable opportunities
for idea exchanges,, especiotliy since the autonomous
nature of each school results in diverse Ways .of. using

both baSic and innovative,material.resdurces:.

Idea exctfanges also occur during informal peer con-
tacts in school and county organizational meetings. In

addition,, a variety of curriculum , special program;
and inhouse newsletters, memos'and reminders support
the sharing concept. The Reading Program's newsletter, =
Link, the Staff Development Center's newsletter, Synergist ,

the AEA Report,: School Boa'rd.Report,' Newscheck,
,Community'Activities News, Bicentennial Broadsides'and
othe'rs are samples of the communications circulated in

the system to facilitate forms of teacher sharing.
See Appendix #22 for sample publications.

Administrative- Teacher Cooperation

Teachers and administrators often see each'other-,as ad- , ''''

,A veAaties rather than is:partners, Within many school
, s

tr ,; systems -there is an echelon or Mlle .of 'command accomtanie&'
s by titles that set pp-lines of authority and responsibility'.

.
'Too often teachers view tpemselves at the bottoin of the

pecking-Order with, too few.opporunitiesto influence,the
dpnditionsthat affect Ahem-. The present organizational

, structure in the Arlingion systeM does much to ease the .
.
pressures and bridge the distance between the classroom
teachers and the various levels'of administration. '

The Superintendent has set an example, for opening
lines of communication )with teachers and parents and.

gmakes frequent'visits to schools; knoWs.a considerable
L(/lumber of teachers by their first names.;, publishesa-'
weekly open letter to the community in a local paper;'
conducts weekly open doOr meetings in various schools .

to talk with parents', teachers, ,or gt4dents;.has monthly

/brown bag lunc es with,adminiStrators and support personnel,
and generall uses an open door approach in dealing with'
all school personnel. , ,
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This'approach fits well into t e.orianizational patterns'

'.of county` and school tor anization. Administrators

and teachers are s en is Co-prof' ssionals and co-equals

whenfierving'on th various committees and groups within

4 the system.and ha e an opportunity to share a mutual_ in-,

;formation base f group decision making. 'Teachers_are

directly involve . in th9 decision and policy makidg that

'Aeterminesmuch of their working conditions. The teachers'

education association in its representatiOn of a majority

of teachers provides" input on another level. Modus 'operandi

such as these enhance the openness between teachers and

administratOrs, and thereby serve as incentives for teachers

to become involved in various school'activities including

staff. development,.

,011,Aid_,:teacilers with advanced degrees, considerable

years Of experience and broad areas of responsibnity.seem

to have the confidence needed -to play many roles within

the system. "Teachers work side by .side with principals as

well as curriculum specialists to perform many shared tasks.

Intufti, central personnel or school administrators assist.,
.)

teachers in the classroom. This year, the curriculum
specialists are teaching for at'least thirteen days in the.

. schools. Many of them are taking advantage of these opportunities

to become familiar with differentschool prograMs and .

needs of various grade levels and to see things from the

teacher's perspective. Many, principals bave.also assumed`

'the 'classroom teacher's role in situations where the ,

teacher/haspneeded inservice release time or whin

teachers revest a deMonstrationaession. All these-

. _factors help to create a cooperative spirit and atmosphere

in which teachers can Viev.themselves as partnexv with their

admi'nistrators. As many principals view themselVes as

master teachers, many teachers View therfselvese within 'his

type of organizational structure as, quasi-adminAstratorS.

The county human relation's piogram administrdtor, upon
reqbest, has assisted in school based attempts to create

- a mare cooperative-atmosphere. $taff:deVelopment activities .

are normally devised to meet the single school's needs. ,

Modules 37 and 51 are models for such prOgrams and Moddle 40

describes what was donein one junior high school to establish.

;.better lines of communication between departments and between

the priii.cipals and staff. The,ease with which a school can

implement a human'relations prOgram is facilitated by the

existing syitem organizational structure.. Having ready made'

ideas to-select from and administrative personnel and

programs. to support' a school's effort is' an inherent

organizationa-incentive for trying new programs. In more

autocratic,alministratione,,this type of incentive, factor may

not exist. his is not*to say that principal dominated inservice

will r,ot pcceed, but.that administration- teacher partnerships

may not serve'to entice and involve,teachers in,staff development.

1 3yZ-
_.)
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CoTmitteeembership and)Inserice Participation

, I

Tdacher involvement in a school's committee)structureor" ,,/

governance and in actiVities to develdg individual curriou:-

lum an instructional materials or programs constitutes a:-

fdrm of staff 'development. When participating irrany of .

' these ai4eas, teachers' cannot" ilgnore or neglect:to promote '

what they themselves are repdritible for orieiating.
For example, a member of the language artS,vertical,.commi:tee

( could hardly ignore a self-originated reading or writing

nservice activity .desigifedXor the school staff and could '

.pOssibly feel some additional profMionalpressure' 10
attend similar programs on the county .,level to4.enhance "
his or her, -experience. Past committeemembershiD and

,loyalty to past associations;may also,serve'as subtle
incentives to attend inservice programs. Conversely,.

the possibility of sertKng 'vin .the future on a committee

or with'a programmay-influencesome teachers to `attend

some inservice activities with enthusiasm. Likewise, teachers

who have developed their. own tOching-materials .in workShops,

are often entbusiastib When iMplementing new ideas or Material's

directly into the classrodm. At is often the case, success-

-breeds success and teallers-may have additional incentives

to seek even moreidea and concepts,for use in their -,

teaching. /

"Our" Staff Development Program ,

,

.

Teachers may become-very protective or boastful about their'

school's inservice efforts. _It'iS not uncommon to hear a' 410

teacher refer to "cur staff 40velopment Program". with a

sense of pride and oneUpsmanship. A subtle competition ,.

sometimes,emerges and serves as an incentive to do something

better or,with more flair than another school staff.:'Last

year, there .was some inservice competition between the.

three regions that made up the school disaltst and some of

this feeling filtered to the individual teacher ldVel.

This "our" situation is founded in the autonomy each

school has to conduc't its own staff development ,And the,

direct participation,of Leach-e-rs-in.;develdping separate

,school,. programs. Sofie schools, try to become the best
in some specialized area, normally one related to.a special

/need of that school. The pilot ormodel approach

used by some state special programs.such as TAD or

the Gifted Nig Talented Programs have been the Lenefici,ary

of this subtle incentive factor of "Let's be the best by.

,beingthe first" or "Le-ts' be a leaden'. "

132
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With thefoaus on common school goals,and the annual
school plans to serve as almonitor, it is not likely that
any school is going to stray too far off course in attempts
to create an. "our" school staff spirit. :Instead, this
element of school pride may ,foster an.atmosphere of healthy,
competition in which teachers can exchange ideas and informa:.

tion to bring about even more innovatian, or improvements.
The incentive factors of being part of..1.2:.meting different,'

part of soffetliqing succ ssful or part of TbmeThing worth
exchanging-often inf ence the level o/f teacher partici-

pation in many sing e school ,inservice efforts.

Release time and the "Substitute Syndrome"

Most teachers dislike leaving their students in the charge of

a substitute teacher in order to attend a staff development
program during schooj. hous. This hesitancy tempered

in team teaching or group planning situations when one
teacher or more: can effectively and comfortably fill, in

.for the,absent teacher. As stated inithe ISTE report,
"Issues to Face, ".

Tea,chers needs to be not only _physically released
from their normal duties but also mentally re-
leased from the worry that their classr4Ooms
not,proceed productively without them.

Some sch6ols have extremely capable aides, volunteers,
administrators, and student teachers who can assist in

overcoming this valid objection. te chers have to re-
leased time for inservice. One ele ntary school met
this problem with a full year, full 4.Me student eachin

program with V,PI and trained partici ants OPeen
as lubstitutes. The hypothetical eae ,and secondary

Teacher Corps models in Par c de proposals for
total school activities to prepare guidelines

ers to use in planning for substitutes and:
guidelines'for substitutes rp,use to how they

carry out their duties: *4 Stit'h a program might help
alleviate teacher concerns resulting from the "substitute
syndrome" and serve as an incentive for teacher-participar
tLon in staff development conducted'during-the school day.

_.-
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There is no one, magic incentive factor applicable to all

staff develcipment planning, but'one_ofthe-key words to
icepTi-h mind when choosing_incentives mightbeIleptr6Ei.,"

__In view orthe mUl...t4T- 1eti_ee_dso-f,--d1i- se teacher foced

__c_d__t___b_rtDa-1-t-i-p-reaassroom situations- d perceptions of
. their roles and _responsibilities, a,program that- offers

a varidty of. inservice incentives is mpst-often needed.
Providinfoptions often can be prohibi-tiVely expensive
in terms of time and money, However, Auccess need not
always require massive expenditures. The parallel
county school organizational' committee structure which gllows

_teachers to become involve d in-more than just instructional
responsibilities is often a prifie incentive for'teachers
A.() become involved in the needs assessment, plarm-inl,
implementation, partitipatiOn, and evaDuation processes'
of inservice activities. In addirtiOn-i-the.autonomy,of

ch school plus the assistance of many county support

prog s provide many option'S necessary to meet diverse

staff de opmnt anteacherneedS. e Built into this
organizationatcture are elements that foster both

a,county, P a sch41 sense of professional unity:,' the
bre of tradition barriers between teachers and
ministrators; the 'paralle elationships between,, t

varied roles - of teachers and a. strators; a go

feeling of being part of one or' "our eVelopment
'program.

IN-CE' T , __--:

1,14-e- have a list of incentive factors that
teachers and'administrators feel motivate teachers to --
participate in various f.orms- of inservice b ii_the --

written tea.cherand administrativ- ns contained

in Part IV of this r

A

1 ese listed fadtors
s being incentives in past or current

inservice efforts takinep4ace at SingleQchool sites.
"Incentives are.subgr6Iped under the following headings:

- TIME/MONEY/CONVENIENCE .

- PARTICIPATION4PLANNIN/ORGANIZAilON
- 'ASSISTANCE
- NEED/PURPOSE/APPLICATION
-CHARACTERISTICS, OF ACTIVITY

- RECOGNITION / PkFESSIONAL

0
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ftME/MNEY/CONVEN/ENCE INCENTIVES

4

a convenient time and on-site location

- paid atter14ce.--

variation in school.schedule,and programs tomeet
isolated or special needs

- use of early release days for sptial total school
programs...see Module 30 a and Module #30 b

- seyenA-periodupecial schedules instituted-several
_ -times each year-in a secondary school program to '

conduct special activities.. see, Module. #39

1

-

,,,v7.release from homeroom, - reduction of class load, or
___tacher clerical responsibilities

-.-T-rofessional- leave ,

- paid,,substituteS-

VIP

-, _special btdgets to amindividual or s ool to buy
additional materials

. -,,,
.

.

...,

- hourly rates- paid for after school inservice anac--
Salary'--rates for curriculbm writing during t e summer

---;-..

paid time in the summer to plan programs and urriculum

- InnovativeFund awards 'granted to teachers or schools

to carry out ecspecj,e1. projts .,

, .
..,

- programs Whichdo..,not involve increased papdr work,__
Consumption of ,;time or added non-teaching responsibilities

babysitting or superyised recreational activities for
children of teachers who attend early 'evening or

weekend inservice sessions .

- transportation arrangements coordinated_ principal

or specific staff members

e

Jo-
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PARTICIPATION/PLANNING/ORGANIZATIONAL INCENTIVES

a lidice in the decision making process.

k
participation of the school adMinistratbr inall phases
of a total school staff development program breeds
mutual trust Ad respect and offers reassurance of
the needs and Meritof the effort-.

- use btf an administrative memo or a faculty newslettei,
L. for trivia to free scheduled faculty meetings times for

RA mini-inservice sessiVs.

teacher conducted mini-inservice activitie s et faculty
me-pings.

knowledge of the specific amount of time teacherS-are
expected to commit to an activity or program.

clear. 'objectives.
,

the identification and recognition of school staff
talents forsUse in having teachers train other staff
personnel can Create a staff feeling of "unitin
diversity."

- use of 'on-site support personnel to facilitate
development programs controlled by_county, stet or

other surrounding governing agen.0j.es. See Module 45 ,,

T.,4:5 , " tr
for description of career educatfon program.

, . ,\
1 ,

organization of the school schedule to facilitate\ mutual
.

planning.and working situations for teachers within..'
'the school day. '

\
, ..

, , \

- work space for special or long term grotp ,staff deVeldpment
. programs tQ provide a fixed meeting glace, special equip-

ment and teleOione if needed, an area to keep materiels,
identification.and a feeling of team effort.-

, .

- early morning informal plenping sessions with.breakf4st
provided, See Module 52--

- staff develcipment sessions which 'are also a-staff fort.

to. show support of lack of support for issuesteachers\
'feel are important tothemselves', the schodl or` some
other person or group.

- schedu ed monthly meetings of vertical or other committee

4.

-respons'bleAfor inservice in order ta.regenerate",interest',
- ,

resolve problems, and devlop new ideas.,. -." .
a
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.
planned incentives,whith involve special training

ofa selectedteacherto.demonstrate peed and
effectiveness of an Innovative project....if,others
become interested,,the selected teacher can then'

conduct on -.site training for other teachers and
can eve demonstration lesson's' or share materiaas.

abandwagon mechanism built into innovative programs
40.nable other teachers tb -join a project or partici-
pate in inservice ctivi,ties at any point...For example',
as a result bf,a middle gcbool innovation plan, a
teacher serves as a part time coordinator and has
a lighter teaching load in order to head up a visible
"super" group which maintains an open invitation to
any staff member to join in the project. SeeModule #52.

- teachers.in an open concept school state they want
the concept to succeed because they participated in
the planning, fairther supporting the idea that'''
teachers' participation in the planning process is

a critical ingredient for smooth and effectiv& change.

self ftudies and accreditation experiences that pro*
vide opportunities, for-' self discovery and school
analysis of insrvice needs.

'meeting formats which enable teachers to bring up
disturbing matters, exchahge ideas, and to become
more informed o ensitiVe to others:_ideas, needs,
and problems.. eachers become more,,bonsiderate of
the stress and problets of others.:4nd in the process
,learn to cope with their own individual. situations.

.

ASSISTANCE INCENTIVES
,

,,,,,

- programs 'which ,offe the help of non-classroom teachers
in the classroom to.,create More opportunities for

. - individualiq,..and Small group'dnstruotion.
1

,,- values and benefits .ofvoiunteer ppgrams which provide
. : incentives for teachei,s to train volunteers and to gain

.
'additional clasroom help forstUdents and time for
special planniAg and preparations...volunteers often

help students with special pf,oblems by, giving individual
attention,and often help more children reach individual

,
%grade achievement levels..

. r .
.

clerical, support o' help impleme.nt programs which re-

t`' , n J- quire a lot of wr ting, dUplidating, publicity or
.i,

reporting.

1 7 48 5
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INSERVICENEED AND APPLICATION INCENTIVES

recognition of a need for better communications and
human relations.

inservice activities that relate to objectives
in teacher written annual school plans,

activities which help teachers take part in volunteer
or mandated programs such as Title A film, " A Day
in the Life of Title I" is shown and teachers attend
workshops to learn how to use Title,r skills forms
with Areir regular classroom lessons.

activities which increase teachers"' knowledge in
areas which are not usually part of most teachers'
general education. For example, the inquiry,workshop's
usually associated with "iocial studies were very
popular as they could be applied in many ways to other
subject areas and could be Used to help implement-
a new school board goal in thinking skills. Se.'

Module # 49:

activities which help teachers to deal with crisis
situations and to receive immediate information and
materials for classroom use. ESOL workshops designed
to help teachers share problems and exchange idese
as well as to identify needs sere effective in attempts
o-meet challenges of a

classrooms.
ge-number of Southeast" Asian:

.students suddenly entering/
,

teacher exchanges which help teachers observe students .

they will haV'e the next.Year, or to make a decision about
a new program, organization, or other involvement under
considera:tiorby the totaal school staff.

teacher exchanges or cooperative "buddy".activities such
as are suggest d in the interdisciplinary Teacher Corf.s
hypothetical mo el in PartIII.

a

activities that offer suggestions on hoW4to improve
test scores 1

--\

team teaahing prqrams which collaborate with individuals
from outside he school .

-'", '.

';

- 'activities which f ature special programl
,

miaterials
3, developed for direct classroom applicatin 1/i- specific

curriculum areas such as ESOL, 'MORE, TAD, or Career
Education \

I,

T
activities which inv lve local, state, or federal

' governmeOt agendies a d special materials directly
,

applicable to the cla sroom. (

-...f 38 86.,
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CHARACTERISTICS OF INSERVICE INCENTIVES

aetivitiea, which help teachers teaching on the

same grade\level to address ways to approach

red problems

- -;:octivities ich give teachers a broad perspective

f the total 1K -12 perspective

- membership on coordinating c ommittees to help

,teachers gain perspective of the total curriculUm

- those,;disappointed with, county sponsored inservice /

programs may be &ouraged to conduct school based'

inservice activiti

\

"- programs feattirin pecial resourcefrom around

the United States at sizigle school sites

- wo
m terials describing ti-Lenature ,f, the workshop

d how it applies to the classroom

- workshops which provide Axtra classrCom materials

for participantsto ute among fellow Staff

members

kshops/wIlich distribute handouts and other

"hands on" Work§.hDps in which teachers can make

materials to.take back tp the classroom .

..

t,A

. \
.

- Workshopa which feature realistic role playing -

or, use of prepared materials
, ..... .

.

- workshops i4hich proviaT-01'7Wargifide's brin Y:.:, -,

listing ideas, materials, re ources and means
evaluakN,m,.......euph'as'were,pro ided in the TAD program

t,
- workshops or Programs" which ar well organized,.,haVe

topics of high interest level, and feature quali.t ,

presentation.

"Experience shows that the inservice programs are successful

if the,folldwing are. considered:\

an inforMal, but professional atmospher i.. c'

- practical, down-to,rearth ideas whith can be easily

adaptable to theclassrooM' situation

no educational doable-talk or jargo

- ,an offer' to pitch in and help, the assroom teacher'

'a ,little food and haspiialit ,,

mei
persons presenting

(
e inservice should be well

prepared, have so thing 9ryport'ant to present,

pres.ent it in an interesting way, be brief and

organlzed...
inservice'leader Should involve the participants

in an non-threatening 'hay, and prov,ide an opportunity
---

for questions and evaluation. " ' , , ,i ; 87.
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RECOGNITION AND PROFESSIONAL INCENTIVEEWARDS

eRecognition from outside the school and even outside
the system.

Publication of an ariled.cle in a local or, national
publication, which helps to establish a positive
school reputation.

-

Recognition in form' of having one's name in print
or from being recognized as an author in an'inviividual,,,
or cooperative publication:

Recogyition from professional peers resulting from
partMpation in curriculum guide writing and preparation.

Recognition for single school or individual innovative
or successful programs in newsletters published by'
central system adMinistra4ive or special. program staff.

Newsletters often offer motivation for participation`
or create teachers interest in or awareness of needs
of*a proposed o' availlable inservice activity requiring
volunteer participation.

- The chance to be a leader in a new. trend that eventually
may affect all teacherS.

.
---....-..._-

r .

- :Opportunities to participate in:pilot (A-, model situations
which.give a teacher alchance-to experiment, alter, 1

teaching approaches,or,to,become a school'or sySteM
expert in an area of need.-

,

) . .

L Attending conferences to associate thveducators
Lr4om outside the.system...ppid trav ..prestige,of
being selected ...travel experience. o; .,

- Anything which demonstrates or reflects-parental
involvement, interest or recognition.

- Visiting a new facility or other school building....
Hosting.anintra-system activil>,an4 serving as a
showcase foili!ty or staff.

Staff-developmert activities at the, cent ral education
center also provide teachers W.ith the opportunity to
take care of indlvidual business with the persnnel

''office or to visit with' curriculum specialists or
particular aaministrators in an informal bliamn .

1.4 0
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Teachet' exhanges often Offer many social, professional,.

\

r
and recognition incentives on the surface. However,

\
experience shows.fpw teachers give time,,energy or

-
. true comtitment to partio2pate.

- ,Teaaerexchanges may be viewed as a professional
opportunity to. assess additional schools where teachers .

may havreventual-job opportunites,
4

Inservice' activities conducted by locally recognized
and respected professional leadership,

- Inservice activities conducted jointly for pre2service
'and inservice teachers where teachers can contribute
to overall professionalism of the profession.

.Graduate credit which can be applied to salary increments,'
certification or a degree program.

,4

Courses which.Aovide credit and direct application
..

to th classtrom are a double professiopal bonils

College courses Or specialized inge'rvice that can-,be

a preparation for changing job positiohs..opportuni
to- make professional contAots-in,order To encourag

-- new areasl'of specialization or -gneraliZation.
4i. 1 . -

'Administrative requests for infoismation concerning'
individual growth' or participation in staff, development

activities. -
-.

.', .

End of etyeareyaluations. ,

+

I,
t

tisfaction and; excitement from developing ,a field test

o:new curriculum

Satisfaction,from reaching individual or school 'goals

through mutual cooperation in school programs designed
to achieve contin4ity,

Satisfactilon in learning how to Set and reach individual

objectVest in an effective an4il.fficient, manner.
?!

Confidence-anrlpplicable skills...often seen as more
lasting and meaningful than money or ad4.nistrative

pats on the back ;

--/-----, 1

.

Increased student learning, awareness,

,

Ompetence,
confidence and interest. < 1 1.'

ts

1 1 1..,
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INCENTIVES AND'REWAPDS FOR STAFF MEMBERS TO WORK ON A
FEDERAL SWNDEVELOPMENT PROJECT

'Membe'rs of the local Teacher \Corps Project on Staff
Development viewed input into project research, study,

,,i,,
planning and report writing as a staff development

activity since it would often involve the,field
testing. of techniques 'arid materials and had the potentiaf
of contributing to a teacher's professional growth.

At the outset, we made a concentrated effort to in- .

elude as many teachers and administratOrslas possible

f °Oa variety of iepresentative schools which had
ducted single school inservice programs. A co-director
the project who is also one of two county staff de-

lopment helping teachers was, familiar with individual
t acher and school inservice activities and made the
initial contacts to recruit teacher and administrative
participants.The co-directon soheduled,one half to

two hour meetings with'each potential contributor to
explain the purpose of the single school study, to

discuss the preliminary outline and.o disduss the

staff member's potential contribution. Potential

contributors made suggesttions about sthe overall project
apprdach\pd'how they might contribute some of their
experiences in .writing for the projec.t. There was

no mention of monetary payments until the end of the
first meeting or after a second meeting. Most'contribu-
tors assumed they 'were.going to assist in the repol-t
preparation without receiving any financial remuneration:

.
After realizing the types and lengths, of contributi

would vary, avid ,that we would need' several sets of guide
,',14.,: 'lines the project staff reached an agreement with the

/' teacel,s4 professional orkanization-amd the school syste

the flithourly rate-Of $12.00 This wap soMewhere between

the

ons personnel for paying all`contributors

the hour4 wage rate of the average teacher, and the

mandatory inservice attendance rate of $6.00 per hour

_ required 'In the teachers' organitation contract; We

.;,-."'.
deliberately refained from using the word "contract"

d labeled the mutually signed form an "agreement." We

, . `,,,, 1,. -..
d to *tow contributors a way of backing out of

4 -,..
A

ituatlion if they were unable to complete the

l agAement ',or if it became apparent in preparing the,

Mat* ls that a contribution would not be applicable

to,p ct, needs. Part IV contains the resulting
q contri

`ons

and the contract and guidelines which

were ,,byt,participants and.project-personnel.

F
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Approximately sixty staff mpmbers aweed to submit
written modules on single schodl staff' development programs
for the project, When these contributors were informed '

that the project would pay them 512...00-an hour for their \
writing, about one-half of them, replied ,.that they would
be willing to coMplete,the work without payment`. But to
assure a greater obligation on participants' part, the project'®
staff insisted that each person take the money personally
or contribute'it to some schoolfund or project. Because
othe larLe number, of persons volunteering to write
or the p,,?ject and the unkhoWn quality of the materials

'we wpul dteive, it seemed wise to reStrict most of
the 'contributors to a five- hour .or $6000 paymenefor
a:single module contribution. In some'cases, this'
symbolized a token payment fOr considerably more than
five hours' work.' There were larger, payments promised
for what would obviously require more time and effort'to
prepare and these arrangements were worked out on an
individua]basis. \

The agreement signed by the project co-director and
the contribuor included a °descriptive title, the type of
guidelines to be used, a due date, and amupally agreeable,
payment. Reaction to this mone, incentive approach
included the following:

About 50%-stated they, would complete the
work as a professional or personal-

o
obliga-

tion wit out payment
k k I, All pOntributors eventually accepted the

money. Three persons directed the money.
into thd projects described in-their N

, contributions.
- Four persbns who Signed an agreement failed

to submit reports ' .
.

Four reports did not reflect the guidelines
or were unusable for the projdct report'
punpos s. A few others were usable-only'
after xiensive-editing.-

,

... Althoug, lengths varied,-modt. repots wereof_
,

good qu. lity and reflected consideM.ble effort.
- There w s one follow up inquiry about when

the mon y payment would be made. Payments '

were in luded,'141 the contributors' paydlojeFks
ithin k. lie montn after reports were received.

7
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Ten persons were asked and accepted without hesitAtion

to assist in developing the jaroject's hypothetical model.

schOols. Two'approaches were used to complete this staff

development project requirement.

The Elementary Model \fe,

An elementary principal., a teacher fro m a

Teacher Corps School, a county.s-Wf'de-
velopment helping teacher, and the Teachr
Corps Staff Development Project Co-Director
spent a weekend, in five.brain4torming sessions
Isolated from the school 'environment. Each

person was paid $100.00 for the forty-eight
hour experience.

, 'The Secopdary Model

.seven1;etsons representing teachers, adminis-
trators, and media center personnel worked

over a period of three school days in an Ed-
4ucation Center conference room. Three core

teacher participants worked on released time,

and the scribe received payment or the ad-

ditional work of compiling the data, recommen-,

o rf
dations, and resultS of the plannirig sessions.'

('
------ )

r
, ,

These findings and observations se tv show that

money wanot necessarily the. Motive for Project partici-

:potion. Most persons Seep to havescontrieut414 for pro- A
fessional reasons andNfor the opporturiityto summarize

or conduct some form of insetwice experience . Most ;

of the work was completed aster school hours, and the

bulk ,6*t probably recitre8 many more hours thOn were

paid for.; !;he oppOrtuity to make a-dontribution to

an overall projectinvolving Iteachers land educaiional'

personnelin three other areas An the IcOuntry which might'

eventually influence Teacher Corps prcpecip.and educa-eion-

throughout the country was also an incentive. 0The
presence Of anew Teacher Corps projedt in the school\

system may also hd-Ve aroused interest iond influenced .

individuals to cooper,o in the Teacher Corps project

on staff development _ . 1 1 .

J -,1

. ' t, k 4
.

J

. L
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s COLLABO TION IN SCHOOL BASED ST

For the,,purposes o of school` based staff,de-

velopmeht" ation" is ,send to mean any cooperative
effrl:Owe n a school system or i7tS Parts zkany out-

W 'de persdn o group to improve a teacher's li' toy

eet students' school relaelrheeds. A schdol inservi2e.
planning group can donsider'the following basic questions
whei arranging a collaborative project or activity.

r

MUTUAL NEEDS\' ,

- Is the collaboration baqed on voluntary or'l
.

,
.

mandated need assel.T..p.--
. lOgy,

--$.': i., .,,
7 If' need is mandated; Whkgiouplis responsible

.

fNr monitorkkg its implementation?

- Can group mandatink need provide asosistance?

-.,What are the motives,- goals', purposes or incentives
for collaboration, on the part .of each parther?

- If the needs of-each p artner differ considerably,
how can we plan to meet thesk needs in order to
avoid conflict or "failure"?

.

PARTICIPMTS

- Are the intended participants or "target" group'
the same for each' collaborating partner?

c

.7

I

Will .1.1e project be for-All sytem personnel or 1

for all school staff members?

-7 HOw can potential participants be involved in the #
, I

planning or needs assessment process ?

o
- How will the paiticipating, group be formed, selected,

or identified?
1 4'

Will c ompromiae_he necess_ary betw.Pn partner

What and how. Much coffimuication will be needed to
form or attract a group of interested participants?

What incentives will need.to be planned or pi-oyided

to encourage participation?

Which' group will be responsible for those iric

requiring funding?

I 4

ives
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AUTHORITY AND GOVERNANCE

- How w 1 the projet be managed ?

- Who' gill assume planning," c
,------

oordinating; communicating
r, directing, prganizin

responsibilities? ow can these functions be divided
.between members of'the two cooperating groups?

% N,

- can the ,collaborative effort function legally aDd.,
practIcalky within the established structure of each
partner's organization? ,

. "
. .

.,
Who will' be the iirimary, director of the decision making .

and implementation process?

budgeting, and reporiing

IMPLMNi'ATION

- What delivery options ark acceptable to all: partners?
. e

How can each collaborator contribute most effectively
,

to the success of th.is project in terms of,personnel,
infoimation, skills, or other'reso3.weei? . ,._

,

----What system. of communication' will be established ,
between the various pai,tners during the implementaticln
stages of the pr4bject?

/
''. ,

-V

,, *

c., C

ItLLOW-UP'AND VALUATN

-. What a e elide t and long range influences
oZ the pro edt for ea h Pabprato s and poeniial
participants? How ca these' be evaluated? -

.

.

How can the effectivepess:bfthe pro6e6t tri4,measurid_

for ach artner? participant?
4

ticipant? -4 '.
, . .:-..-...,

..., -

If "folloW-up steps are necessary, wi 1 tli`e,Sr,. regKi

continued colaaboi-,ation? .
..,,,i,,,

.
. .

/,;t,:;'4.:;, .,. '4,

- What are posgibilities for other Collab ?Wye pro cts

based S4-1 this .experience?

4
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FORMS OF COLLABORATION'

Individual schools report staff development program's or
total school activities conducted in cooperation with
1')- state level agencies and the State Department of

-Education; 2) local institutions-of higher education
and the Northern Virginia Corttortium for Continuing.
Education ; 3).civic and government agencies 4) pro-
fessional organizations; 5) community volunteer and
service organizations; and:6) busipess groups. The

. mutual reasons for collaboration,.needs of participants,
guiding authority or governance factors, implementation
procedures, forms or formats of- presentation, and
monitoring or'evaluati'on activities differ irk each in-
Stanc The-following descriptions of sample school
centered collaborative expel'iences illustrate a
variety of forms and formats used fcr achieving goals
of on site teacher inservice training and community,
university or agency cooperation-

: .

STATE-LEVEL COLLABORATION

Local schools and school systems have a flexible range
of optiont for meeting standards and goals set by the
-state legislature or'state departmen of education; Hard-
line directives or obvious slpressures- for specific ap-°`
proaches to fulfill mandated inservice or certification
requirements seldom exist. ,Most often state influence,

,guidance,.or assistance comes in the form of special materials,
and resources, consultant help from state level speCialists,
or additional educational funds to augment or initiate -

local programs'. State funds have supported -several local
school based programs over the past few years in Teaching
in the Affective Domain, Gifted and Talented,.Sugplemental
Skills Development and, mainstreaming programs. Each stater
prographas involved, considerable staff development on
the-system and individual school levels. However, the '

major influence of the state department of education on
teacher inservice training most often relates to the granting'
and renewing of teaching certificates.

. ,

A new Virginia State Departmept of Educatibn directive
enacted by the General, Assembly of Virginia in 1976,.stAtes
that postgraduate professional certificates will be'issued
for a period of five years Anstead of the current-ten year
as of 1 July 1978. The Same directive states that twenty'.
years of teaching experience will no longer automatically
qUalify a teacher for certification renewal. This new
legislation in effect will require all teachers to Complete
Sax hours of collegd level work every five ye4rs and will
have a definite impact on many local teachers`, most of
whom hold Postgraduate Professional Certificates.

A I 147 95.'



Teachers are offered a wide range of incentives and
selected 'college courses' tooll facilitate certificate renewal
requirements and t.o help.m4et specific teacher, singlet school,
system or state needs. The now invalidated but honored ne-
gotiated agreement between the school bOarcrina the teachers'
professional association provides upwards:of.$7p,000 in
scholarship funds a year. This amount allows each teacher
financial f support..of-$500 for 6aoh five year certifica-
tion peri2d . The Scholarship Fund also permits furkling
of additiorial courses which may be S6hool Board goal or(
crisis related. Teachers have an added incentive to complete
more than the required six hours of coursewdrk for cerlti-
fication through a Masters' degree plus 30 credit hours
tep on the salary scale and can use scholarship funds for

' t s purpose: Although university tition fees vary from
$131 o over $400, it is,possible for a teacher to acqui/e
as ma as 18 credit hours with sth'olarship funds over a

e'period .f five years.
4.

he University of Vi'rginia's Northern Virginia Extension-
Divilon has been a successful state level collaboration
partner with the local scho8.1 system to offer_a wide range
of courses to help meet local and'state needs. In many
cases, school ,personnel are the course instructors or co-
ordinators and the courses are often tailored to satisfy

both state or, certification renewal requirements and teacher
and school assessed goals. State university personnel heave
cooperated with county or single school staff members to
offer on-site coursework in mainstreaming, learning dis-.
abilities behamioi" modification,sch"ool evaluation pro-
cedures, Musit'in'the humanities, and arts in.the humanities.
'The latter:.tourse has'almoSt become a tradition and is in
its fifteenth year.

For additional information on state level and
single school collaboration see

0I

Appendix #17' Certification Requirements
Module #41 .... Learning Disabilities Coursetaork
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Mainstreaming

O

At present', central administration personnel and single'
school staff memberg are acti'ely seeking the collaborative
assistance of state level specialists and resources as a
result of the recent Supreme Court mainstreaming directive
requii,ing children with special educatIgn needs to be
included in regular classroom activities and environments.
AlthoUgh direct responsibility for implementation of f eral
rulings is assigned to the states, each local system,
school, and teacher_ has theultimate need and redponsl ility
tip help thesestudents adjust to their new learning and
classroom social situatipns.

,

Inditial teacher response t9 mainstreaming directives
in Arlington was most often clear and negati;ye. Most
teachers did not want the.Change,However, these same
responses actually helped those responsible for initiating
mainstreaming inservice activities to identify specific
teacher and school concerns and to design programs which
Would be somewhat acceptable or toleyableYfor many of
the reluctant plrticipants.

1
The following sample collaborative mainstreaming"

insercvice training program showing both state and local
roles was designed:in cooperation with state specialists,
single school representalyes, the,:oentral Staff Development
Center pertohnel, county pecialists, and members of the
community including representatives of the School Board
and other personnel frbm'nearby counties. The objectives
were to help teachers learn how to prepare individual
instruction materials and to become acquainted with main-
streaming procedures at the classroom level.

State's Role:

Needs Assessment

Mandated action of Federal Court ruling

School District's School Board supportive statement
Role Central Staff Development survey

Teachers' Council on Instruction concerns
Individual. school plans
Feedback from schools to and through

Special Education Division
Parental concerns
Response to college courses

Oil
0.C.

- -

at.
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Progtam Design and Decision Making

State's Role

School District

a

- Directi,ves from State Education. Department.
t,

-
.
State Special Education personnel,visit

upon request of schobl district,
State personnel offer,dooperation.,- ,..

pereonnK and resources ,

_Teachers request program via Teacher3'
Council on Instruction or Special °.

Education teachers
4,.."

Staff Development Helping Teachers
devise'several approaches in cooperation
with Special Education personnel

Local "schools request consultant'
services of state personnel

All concerned select the proposed
programs which seem to fit expressed
needs: 4

Implementation

,State State department agrees to supply number
of consultants for specified programs
to take place in threestessions.

School District - Staff Development Center personnel
plan and organize program,with'teechers ,°
and sChools. -

1,, (

SESSION #1
4?),

'Panel discussion oh purposes of mairastreaming with
representatives from School Board, Special Education
division; and a special educatiop division in an

adjacent school district . Tdaeher acts as moderator.

S

PLANNING PERIOD

150
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SESSION #2 an(j

P

fr.

,
,

pile teacher and one special education teache,
frdm each participating school attends workshops
in n-individualized instruction for- mainstreamed.

students. Vksiting'state consultants.instrudt'",
partidipants in how to. prepare materials. Teachers

-;!f,-- in turn help tfthchers in individual schools With
new,. ethod$ AnU materials:

,.,

A'aTION AND REASSESSMENT STAGE

FO

SESSION #4

4

Se Zans'for future needs..
vs

Incentives
krt; ","-

State ,;"chalienge to implement a Federal
ruling and periform state function

1111

r

School Di trict

Opportunity for cooperation with lodal
educational agencies and grass roots

YvIsEtatiOns. .

,,
opportuniIyto field test methods
and-materials

.opportunity to fulfill e mandated -goal

free staff development resources

improved relationships with state
level personnel

_

)
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State

Evaluation/Follow

- Use of Arlington ersonnel in other.
school district .,pr' grams

,evaluation of the effectiveness of
individualized instuCtion:approach"

- Need to have further inservice sessions
to build on theskt eNperiences

- Teachers make initial evaluations ofthe
workshops it

- Use of Workshop ideas and materials in
the classroom'itv examined

-
School District

- , Contacts ,between the Special,Education
nd classroom teachers ,.

,

,/ .
; 1.

:..
.

d to conduct another system centered
lkshop : .A .

4.1 Video tapes of the laocesses need to be...

t -7
made

- Investigate'piitentiat-for single School
programs featuring 'similar Content and

methods
,Y /

.
1-1

t41-,

't
4

I

5
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INSTITUTIONS OF HIGHER t JCATSON COLLABORATION

Many options areopen to staff development planners fox
arranging school based activities in c6operati with any
of twelve local institutions 'of higher, learnin'& As a
result of what is oft_en a buyer's market relationship,

arrangements are_made_to the distinct .advantage of

teachers. Most college' or univer"ity coursework is offered

attimes or sites convenient for the participantS and many
universities make flexible credit hour or certification
accomodatiGns according to how much time teachers can

commit to the activity. University personnel,oftefl
design courses to,meet specific schobl assessed needs and
will sometimes condense .or extend courses according to
teachers' recilkirements. The schools provide free space

for course sessions arranged through collabOation...and .

the SchoolBoard-will sometimes fund under,nrcaled
courses.

.

, The Consortium for Continuing Higher Education in .,

Northern Virginia is a forum used by local education °O.,.

officials and university- personnel for. the &change-of
ideas ,and information concerning t'resen and future
educatipnal needs, This group based on the Georgeyason'
University campus has. the potential,of serving over - o ,.

-20,000 Northerji Virginia teachers. Periodically, staff'.
development representatives are invited to'meetings, to 1

iek
.discuss local school systems needs with,,university:re- 1

.,-

pieSehtatives, Judging.from_thesS 'consortium disc,lissions,

the services_ and col3,,aboraton rel-ationshipsof Universrty
, -, )

''' 'to -school system seem to be dif4erent-ftr,eaCh school 4

' system or university'combinat-on.
--,

.. .
c

In Arlington, the smalid.s., county land area-in the-

. state, tie need seems to, exist for,arragirig itlervice
. .

paining for experienced, tenured teecherso:meet specific t
'needs or challeriges,of change within -the. School environment ,

or the surroundiiig denselY., populated drbahrsuburban

community: In contrast', members of the,Consbrtium also

serve teachers in' a neighboring county which. has a .popura-

1

tionover fours times ,4sklarge and-a land area- over ten

?.1rr
as the'

% 7t--1e.
large.as'Arlington. 'The syStem.is the

largest in the tate, and tenth largest in-the nation and.
Iserves.a.community with a mixed rural, urban and suburban

)population. New-school's are opened 'each yeaf', Others are

closekor bonsolidated to,accomodate.g.rowths or shifts. in,

populatIon and many relatively inexperienced teachers are -

party of what j,softena,transient school staff with diverse

' inServVce needs.' 'Teachers therefore have wide variety
, .

of''indiividdainee.ds on the individschool,al, ,,,professional

ane,s3istem levels,and-m,Ariy fraditional,and ',innovative

,elterriatives mubtpeincauded in both single school and
seM,Controlled inseryics planning activities'.

;

t , I '

1.53

°

I

.t '
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These varying needs, county -to- county, often discourage
inter- Bounty cooperation and the consortium is most often
a More valuable tool for the universities' and colleges than
for the individual school system. Nevertheless,\these
consortium sessions provide an opportunity.'for school staff
development personnel to exchange problems, ideas; anti
information and to alert institution of higher education
-represeptatives to current and anticipated need within
__each School or. community.. ,Additional_informatibn.on .

Consortium actilikities is,in Appendix #19.

1'

COLLABORATION WITH CIVIC AND GOVERNMENT AGENCIES

Most local civic and government agencies are able to provide
community and public relations educational services and
have personnel who are free and willing to assist local
schools carry out educationAl missions and objectives which
'are often shared by the agency or organization. In many ,

poses, agency personnel welcome opportunities ta) assist
'fn schools where their on children attend.

An example of 'long range cooperation between a federal
Agency and an individual school to develop, a total schdol
participation project requiring teacher inservice training'
is ah elementary school program in "A pace Education" ,

described,. in Module 30 a. The schoga" staff has worked-
°cosely with members of the Ted9a1 Aviatio &icy to
produee tea41..FTand curriculum materials w ich have been
used foe muAal benefit and. purposes,. Additional, activities;
in aerospace education are continuing this year, and the.
Staff also conducts anothe'r active total school peograi , ;:.,...

entitled "Planning for the Futurewhich Tolvet additional'
community.and sometimes gency.collaborati n.

r ,
See Module

30 b. ,
, .

.
:

..
.

, e
Many schoT1 and system persolpel.coo ate\ SoYith local .

government agencies and-civic'organizati ns for 'short term
school based projects,which often require Somme teacher
training or information activities. The social studies
curriculum specialist has coordinated a five week-inservite
session, with the.locarbar association on ftg7.he Student ,and
the Law". A juvenile 'court judge and lithe county Cbmmonweglth.
Attorney conducted inserwicesessignsfor teachers

. ,

sponsored by the pt-ofessional teachers' association and* ' ,

the school system to deal with'behavidrial:problems. The
1

. Police Departmerit,has.a wide range,,of'teaclier and student
Programs. Teachers'and -students can sPehd,;a night riding .1..,

' in a police car, can visit police, facilities and_communie7et-ions -"N's

or records'raoms); or An tour the county -.egurtand,Uhe new _

county jail:. The staff deyelopmehe4ing teachers in
-4

I cooperation with a lOrke;numbefA eleMentary ts.achers'have-

......-.7-,

. . -

',
/ ,; -,

.4 .

.

; 4

o
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w.anked out an educational program with the fire department
and the parks, division has helped to set up an, outdoor

/ science lab at'an elementary school site.. The county.
sponsored humanities project works very closely with the
school's humanities programs and provides resources that
are used in-almost all of the elementary schools. And
county and school board members as well as local state
assembly members often get_involved in school,p.rogrdms:

1. 4 _ , 1 . involving teadher-inservice training, 'g-

The 'high schoot have drawn heavily on local .government
agencies for free resources im terms of 'speakers? consultants,
materialS, aNd field trips. One interdisciplinary two hour
course fOr high school'seniors has involvAd,over 60 resource
\persons in the past schooryearS. These speakers halve .

.included U.S. Senators, clergymen, lawyers, parents, under-o: ,

takers, and doctors. This. same program also featured a ...,
-*'

umber of field trips, including a week's visit to ,-
apitol Hill. Students also volunteer in the community 1 ,

nd have worked for congressmen, in hospita s, with Common
cause, or in political. campaigns. These an many other'

4 similar experiences which could be cited illustrate the,
.willingness Of local'

1

agencies to cooperate in school :

prOgrams whether theY-te student or teacher fdcused. Most .

problems for this type of inservice requiring collabbration
are somewhat.sthe same as'-system centered programs time,
location, incentiVes, selection of common.goals, need for:
consensUss and commitment, and the application of available
resources to arecognized needs area. -... ,

a. s
COMMUNITYL,

i

BUSINESS AND VOLUNTEER,NCLABORATION :'''

- °
,

e A

,

A teacher fni r4ted collaboration with-the local chapter..
of the America. Red Cross at one elementary school centers
around a -Red Cross conducted staff development program to -,
train teachers in ,using Red Cross First Aid, printed materiaas
in fourth, fifth,':and sixth grade classrooms. The prograt .

is monitored by the RedtCross coordinator and gives/continuous
service to the teachers. Through this training%teachers have .

learned:hoW to use the Red Crops published text 1:)ookl guideS:7'-':
charts and tests within the frame ork:of": felltL-c.Inr.irculum,

and how to apply the i_,:rs.t.Aki4.1J
ox".,...,- ,-----r,..,-, s life outside

school_in,114N;WAtng dr o he you ad:tivItI"es':-- - .

.ili _4.For_moreVIT6rmaon on this sehool' aped p)z,6 ramt.sge-M(:)duleka2,,
4,

The -Red,tros# as-also collat.. Atd veraLtimeswwi-th,
tekehers to develp "crisis" related livgagrpls...When,manlr
Soutbea.s'Asi--,,chill-drAn-.gud'cleigy,caeeih16,tife community
7i7ertIa'S;trOgms; the Red Cross offered insight into some cif` '-...v- '"" ,

.-tlielh6uginealid eMploymen oblems the Asian families' . i

'-facgd.and hciw th4te factors influenc 'ldren's Scho
work. Teachers received Red Cross cross cultural, and, arl_duage,-4,.!:
guiles- in the. heayfre4 .ila4pd S dbls.'th 111r.

4
im 'SsAirep*selistatMs'

partticipated in tea ner workshoppr-., 163.
rF'
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Severt..1 years. agpu a group of teachers participated in
a frbe two week training program in Individually Guided -

Education (IGE) sponsored by the Kettering Foundation-in
Dayton, Ohio. FreMbers'of this group, largely principal,
have since conducted ndtprous inservice.programs for other
school personnel and th4 IGE influence is obvious. in many
schools. The Kettering 'Foundation' also provides free'
consultancy,service in schools where these programs have
been, implemented.

Several years ago, members of a newlyrconsolidatq
open school staff.participated in an experimental
computer' approach to individualized instruction program,
called "Plan6ed Learning AccOrding to Needs" (PLAN) in
collaboration with.the Westinghouse Learning Cooperation.
The program included considerable administrative and
teacher training.which critics now feel was inadequate..
The program was cicAed out. and generally felt to be
failure. Yet,, there are some who were involved who feel.
that',.-PLAN,.could have worked if the.righteachers and

trainingraining had been conducted. .A more detailed
account of PLAN's staff developmentoixperience is in
the problem component paper in Section-II-and illustrates
what can happen if participants an consumers eave not
involved in the decision making,.c sensus ICommitment
progesses,inherent in any ,to.E.al sc ool- i'n vative program
requiring collaboration wittadditional4- ups other than

Am- .

/a regular school staff
The Career Center and tiAt qi-ive EducatiOn programs

include a .variety of cooperati orts with members of
the local business and professiorii*Community. Coordinators
of these programs often serve as liaisons or information

collaboration
available to

r eenter.perSonnel

sources for existing or potential forMs o
with the work and business world which ar
single school staffs. For instance, Car
have recentgy been contacted by a nationally respected
computer specialist who has offered_to,cgaNsi. UeeLIPer--7:
programs for teachers'in the secondary schools to 14a ft
how to-se the school's computers-. The program proposes
that Patticipating.Mathematics, science, and social
stud:' 4eachers would be allowedtiMe7uS
termin lifS-for their ownft...Qapir f_;

--;-',. - -,; t3''''.146?3 7"

- -
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Significance for.Inservice Planning_

-, Collaboration for any.form of inservice training
'needs to be carefully thought out with regard to
mutual needs, strengths, roles, resources and . -

responsibilities of each partner. This process -_,,,

may be simpler within the framework of.an stitu- 54'44-'i

tionaliied staff development prdraM when` 'e

mechanics for collaboration exi$t4- , - - 0 0-, . is ,
, ,,,,,.... , . -

. -

Collaboration may involvs*an unequal relationship l4\
based on unequal needs for,the inservice activity,'
This situation 'requires careful preplanning, corn.-
promising and delegation of responsibilities.

- Collaborative efforts may be one shot or long-
term efforts and each quires different types of
relationships. Some f91rms of co,llaboration between
school systems and outside group's might become
institutionalized and become part of the regular
inservice process.

-2 Collaboration based on mandated needs may differ
- from that based on self-generated single School needs.

In solk cases the needs assessment, decision making,
incentives and evalUation requirements may Vary
.considerably.

Some forms,:of.collakoration.,are most effective on a,
single school basis and other forms are iost effective
&La Multi-school or'syttem level. InserviCe :plahners

_should not be rigid in their approaches and should
consider aVariety of alternatives before making final,
decisions. ;4, %

.

- Positive'evaluations of collaborative efforts should i.-
reflect some beneficial effects, on both Sti.idens ',_..!--

and teachers. °

Inservice plann rs should remember, to giy-ireognition_,
either pu4lic o ersofil,s7tkporting- "Mbe

,,
::,-6aa'cd_llib-r'a _,,trol10as_ggi_dt the' e 10 up process.

4- 4 -,1.-
- =-f.,:,._ , y, ---;-,.. 1 ,-., '`

..-_,X .,;.1 ',."7. , s '11_
.1.,
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PROBLEMS IN STAFF DEVELOPMENT PROGRAMS IN

ARLINGTON PUBLIC SCHOOLS

Section I ,- Geniral Problems

Section /I - The ,PLAN Experience

Section
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III - Problems encountered with our yeacher

Corps Project
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PROBLEMS: SECTION I

THIS SECTION LISTS SOME OF THE MAJOR FACTORS TEACHERS
AND ADMIIIISTRATORS PERCEIVE AS PROBLEMS IN CONDUCTING
INSERVICE ACTIVITIES AT A SINGLE SCHOOL SITE. PROBLEMS
OF SYSTEM TINSORED INSERVICE ACTIVITIES ARE OFTEN SIMItAR.

TIME.

- There is just not enough lime tb do,'all that a
school needs to do nor to get involved in the
mapy programs available. Schools'and teachers
Must select those inservice activities wh1h
best suit their needs to the exclusion of those
activities with a lower priority. ,.

Time and money are related problems. Time in the - .

form of early release, paid time after school,
substitute time, summer employment, or weekend
inservice are all problems mentioned over and ".f.%

over again. Many of these time problems can
be solved when money is available and money can
serve as an incentive to get teachersto give
up time for inservice:

- Scheduling and time'problems stem from both tha
coup and individual school levels. Often in-
ser ice activities or oganizational meetings.,

a a single school conflict with some desirable .

.

!--1,-Afgm'r'-F---county sponsored meeting or in ervIse,
_,-..,,_ ---m,

:Act' i, s,aretOvrewhitfol e y-acount l-, . .

-in6e .--(W,Aiendar, scheduled d early release days, 5

a, school ysAr-etagildlt, rogplAcmeeting dia,t,eA.,,
.Cfor teachers' groups on the-depattment, si400l ;-,

.,...,

,4WV'ounty-l'eveaswnd set.meeting-qates for ,c..,_,.....,.,
TM^, /coordinating,-advisory, and,other,organizational ...'1,

.lups'. ThiLsystegif fixed6dEendar''aite.s- ---
-

helpd t(irmeet long range'planning needs-A:mt. some- I,..
organized

. /
..- Tvtimes conflicts4ith quickly organized inserqice .

....

activities on eitherAhe single school,or opunty,
1

lever --
.

. 7
_. --, .

What is the bet-6time-of 'da Aldsiaf: dOtielop-
,

ment activities? This question is surveyed se4rali:-
times Over. On paper, teachers will elect school
release time as the most depirable time to,ftd1.1t -?.-

. -v.

inservice programs but at the same time-will verbally.
ex rezz4ohap,pples. vipl-havipt42:1-tave the class= ,

O

"P mod.

9
m.'n'tei4 are ofIii-ServIce that

da _lortgAi,eriodssaf tolconduct,:%
effectiWfV' The'after<tcho-b4-hotirs arusefu.1 for,.
a single-

.

school-:based proiram but trayea re'qUilv"-

5 107.



0

_

ments and late hours often, cause pr blem fOr any
central or multi-schoolefforts. Th time staggered

. dismissal of students on the various -12 levels
creates problems for full staff progr. Pre-school
day inservice has met with success in -ome schc3cPcs
but is objectionable to some teachers. 'tome eliemen-,

tary schools hold.their faculty meetings in the,.
morning before the students arrive, but isis not
a, feasible practice on the secondary leve where
classes being at 7:30 a.m.

- The' day of the weekand t
to be considered in rela

of the inservice needs.
t o to the school 1 endar.

Wednesday is early release day in the elemen ary ,

schools and is often used for inservice acti ities,
preferably for individual school rather than- ounty
inservice. Friday afternoon is not the most ffeciive

s

insenvce time thereote much of -te inservice on
the county level and in some scjloas..-is or i71-ndays,

/Ydtrue
inservice:,... ;

'Tuesdays, and Thursdays. This 4:1
for' after' -schOol voluntary no

4

- The scheduling of college creditMturses also must
consider time factors and the car year. The
schopl year begiyiV about the same-'rR ime as the IHE
'semesters'. This does not give teachers enough tim
t9 adjust to returning to school and to Make a

)
lection of a college:.credit codtcse. TedchePg-re.,

/-
'some time perios1,,to tr.about whtt courses-

_ ,they want to take and perha S cultivate a'f.ellow..
teaebetto-take e-course withll.them

,

las,e ta Toolibey04-marking periods ,
-,.,. .- - sell_ ol-cldt5inss may ars.° havesome rearuitment

-,:-. , -' difficulties.If inservice -i offered too late
to ;utilize in the classroom, teachers may not want
to participate. It is suggested that October,_

t 4 November, January, February,,and March:inservice,
-';*"." r 151,,S.

,eia, 4-

% . -k astivitiesWten swed,Aore,frequettly-4mh thoee
-,-. . ., - -..;.,- _,,k--,,,;,...- -

held in OtWsrQonthe. _ ,

. ,,

, ..;

-it
' Coordimat' the timing of someinservfde in relation-

J ship. to i qervice.needs an4yrograms is'Inortant.,#- ,
The county level thinking skills' inservice program

, offered in Octobe,r:_wa:Ma snpp,ortimeiclOdfi0.tP
_ voge:-- 02e,ephool Oogffamg. An individual,s6rool,

- _

a out tb select a new basic reading series can
plan Isiservice about to reaging-imptoveMent programs- -'

to,conncideler-Th iffI*T4e'ed. Lett year Region II
conducted a 'series, of. kw1u,e4a.t.f.el..-andiatqd inservice

on' bth-teacher'''knd gilIdentTrigh-ts and:
retponeihrnties-shOrtly after the _teachers' associatio
had a-related workshop on distipliffe-t. thw

,

108. r



MONEY

Lack of Money can restrict the scope of a school based
prograriand Can limit the opportunities and options for

teache P participation in specific inservice activities.

.
The-areas most often mentioned as needing funding include

- gavel °

paid time'for -fter school' hours activities'

released time_and-substitutes
- outside professional consultants

conference attendance and representation
- college course work'
- inservice materials
- teacher exchange preparations-
- innovative projects and programs

f
.

At'present,-staff developMent fun g e school programs

are severely 1' 8 at funds do exist are controlled

,' by the Council on Instrudtion which appt4oves

peacher or school requests for innovative funding---In
sponse to budget cuts, many accomodatiOns and c 9 nteer

1 gestures And efforts have been made to support the need
and value of cOnt.inu g staff development programs on the..

system and school 1 vels, during -the past year.: ..t.-4,°.-
..,1\....,...,__

___.--Schp91 bar memberSY't scr4bed $500 (5f
, -

--- * -.-,.q-e.ach salary to the,Teac*rs' Innovatives:,,
Ae=9.-- ''''?-1''.Filod:to assure it's' conenuene

.

4 ,t. ,t3
t` -...1r4

.Sevgral :Pa -A A. and- other community organi-
.f,-,. , -:. z a.tlao n a cOht-ributed funds to school inservice,

programs. . ,.;-.:. . ...- -

.

: - Constiltants from adjoining school,-'systems,
_

4,

*-7,
.univeiysities, apdi, the.. community have p'ro-

--- 3..It ' xided services witho 4neet,it of financial' ---.
.:-

,--..,

.Thewments, "- *-'1* ``

:, i '

. - '--, _
. --- ,,,,,,.

,v,
, - 'Federal and .state monies from various,,,;,, ,

:-.--- ''' ,1,_,: ,,u_prgieg;tsl,orcontracts have; been used to
stppOr t some .gc)lool -syst-em :insenvice `

1. .
programs o to field test ideas or materials.

*--ler. -3 -7- ---or- '

_,

,

.

. 1.,

- No-pay, voluntesik, kthops-,Aznd-:_-othervinservice7w
activities have bee conducted on the s'choorP-

4
and system, levels w th the' assistance of many
teachers and syste Suriptirt perStonnel.

J- ! .
. /

z

V

- Many teachers-4ave.furchAse4 addilion41-class-
room material wilev'N'Air-bwn'fuLds after
attending volunteer workshops. -

161
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TEACHER APATHY ATTITUDE, MOTIVATION,
LACK OP INTEREST OR FEELING OF INADEQUACY

'i

These related problems are best dealt with on theSipgle ,

school level by the principal and the teachers.. Tntsrest
and'support from, - central administration personnel,
when reque -6, may be useful'to offset some internal
pr.. - s. The application of some -well plot d human

',Iili;-_ ,'-flirelations exercises might also be helpflurr 4.,-,"22ArrIV
the nature. and origins of the teachefbe-- 'tin

_ 1A444--
, negative forms of reactions are more_11U_

occur when one or more of the following bar s telts
'accompany the inservice.activity;

! t,.

wt

The schoca's inservice.progr 's Overloa 4.and
the activity has a low prd_drity:among tea ers.

-

The inserv4e activity is 'mandated and will - be
.evaluated for outside purposes. r

There is limited teaeher involvem -in the
----assessing", planning, and implemehtation'of

_.the activity.

The activity or topic offers little opportunity
for a new and useful experience.

- 'The activity suggests the use of new,materials
and equipmeht which are no olAainable or are
impractical. e

L-WThjetiVity-involves being 'talked at" and
'allows' for little invaelVement on the part of `the
participants in contrast to "hands-on" activities.

- The 4ctivity attempt to cover too much information
or advanced information that the participants are-
unabe to absorb or use.

The activity is poorly planned without clear cut and
easily understandableobjectives and goals.

- The,activity is conducted WindividUals or grou-ps
that are known to he ineffectual or unstimulating.

.

- The activity does not take into consideration the
may incentivfactors that make it easy for teachers
tofattend.

Attendance is manatory.or involvement is a requirement.
1,

- The activity ,'is conducted by outside individuals unfaiar
with the s,chool system and local needs. ,
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LACK OF ADMINISTRATIVE SUPPORT AND POOR LEADERSHIP
.r.

/ , ,
I, A

Maiiy.-teachers mention lack of support from schoaprincipads.....,

op central administration personnel as reasons fer' inservic
problems. Principals in turn cite central administratlon for
some lack of support for in-house dnseTvice programs. These
forms of supportLseem to hinge more often on financial needs

..." rather than personal encouragement from-ce -ntral administration
.

,: personnel. The'distribution d'e inservic funding is-direictly .

..-:",>--,_____,Ilted__tQ 1541be

-7.

prtKity,,uAi zee-t4,1a,g ci li'-;Wg-''
4rrms'5f , Staf=f eveThinen %1Tea 'Co ty nJT %

1'='dated lcalS'are mee eyt0receive t e limited-financial -

7 support and services than:different and individual school goals.
-- There may be some-inherent communication problems and failures

_. to understand nle roles, of administration a well. There
,,have been some suggestions that workshops be kondut>ted fo1
teachers -t;,,atquaint -4hem with the apet'at ons,lof,:rhe -c-e-iitr_

..adn4ni,str'ati-A-) to
...-

dr upssome of, 'leap 2. understanbings

4 4

_Ai ''4 e :-.7.-:vali,...._ -.and-cOmmunieatp
...;,,

.
, Some 3,chools hedge on refZVI:T.:- requesting c tral

,adminislkatiOn-tuaut fearin'k that it migipt,infring on
-thei.r.autonomy.whereasother.scho6ls te6dto lean heavily
on countywide services to Coq:rete-their iriservite.goaPs,-
-The relati ships between the individual teacher and the
..principal 6-? the' school level ma well determine the level .-

of administrative support for sth7Ool.based inservibe. - * ...

1-fowe'Oer, each school and staff relationship shiStad'bge ',Ny
- . --..,..-.v

assessed in "light of its unique circumstances.
sad

v.
- '

.

--!::;. ..
0

.POOR PLA*ING, ORWIZAnON,-..AND\MANAGEMENT

- i''iPrograms are not orgaized in a mr ner'to keep'the''
mpTentum going over a lou period of time and the
inifial iriteFests and,'mdfavattoris are not used
effectively enough to sustain the activity.,,e

0 ,

. .

9

a

CM.

- Some persons conducting thejinservice do, not have 4, -
..

.

the skills or nvsources to conduct 'a purpgsefial --<-' , ,,,. .'

activity. This involves effective'use of in-house ----
/ .

resources and heed for basic knowledge of Oganizatiopal °

strategies aria techniques. .

. . . J . 4, . C %

objectives or eels of the inservice activity ar, .

,-

.mot ated clearly and cause confusion between the
'implementor and participants, whose, expettatitons'are 'not met..

- IJ
0 ' 1

- Material and clerical support'are not pa-ovxded, ---,,-'

.-.
... - t

;a
,

- The activ ,applicationdoes not consider the aPplication of they
.inservice to the teacher's everyday classroom needs. . '

,., I."
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4.wo staff development helping teachers, as well as special

pragram directors and curriculum specialists assist school
personnel with planning, organization, and management

problems. These prohplms most often exist when there is

a shortage of money,` time, or .there is a, lack .of know-how
an the part of the planners. Confusion may also result
gtorittempting to do too much with too little time, talent,,

money, _or purposes. These°Droblems are'qess likely 'to. exist
when central administration is 4sked to assist and when
the plannihg-group includes a range of school, communit
4744411W11:9,wonne.,-,,,,A p1 ning process which inCles

Sting anticipated $rob,lems
lso can help to avoid organi ional or management

blems.

art-k'rtratiire solutions

OTHER ObBLEMS

s

s`c

-. The teachers' negotiated contract sometimes hinders.
inservice efforts, especially in time restrictions
and financial requiremehts.for various forms of

work and participation.

Role a , nfusion'and j b cometition fac-WiaT ?-4-.,

tm
...

in vo 1 v iocv..z..n... -A1=;444..4 -.- 4; cti v it i e s . . . this is'

more 1 1:4 l'ie. setoolcctmmittee level,
but can a so .,-- *-..%.knt in overlapping.special

* 4

programs such as ESOL, Bilingual or Teacher Corps ,

..:,co - ..projcts.
..

. - Staff turnovers and reductions in force create some
problems. School, staffs will work over a period of
years onzebme inservice need only to have new staff

f membersJ1^eplace-ke9! indivj require continued

- individual training. This interrupts long range
planning and the school ='s organizational structure
and may offset a faculty consensus for certake needs ,

. areas. -A continuing declining scho61 piculatbnr-, --,.

.
the future'closih of some schools, consolidation

' , of ?chool staffs and a negotiated teachers' contract.

off little hope for a quick solution to this perceived
0 .,

d'` lem. Oh the other hand, changes, in personnel may A

v. of en be4s1gMulating and provide for-a new climatp .,

,.. in hich statf. Members can exchange idealk methods;
and Wormatkon,for teaching 4mprovement l'

vr,

so

- Lipraria;ls fe 1 that teachers often nhaVe little
_ knowledge of *lie abundant 'resources available to

them and to t eir students. 'Finding time and
inservice tec niques to inform teachers ofthese
resources could result in a variety of' newand
effective chen et in teaching methods andAncreased-

? use and enders ending of-aD vailable resources in each

school,

I

f
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SUMMARY

4 - ; V. 7--.. 1

,

Many p'rob ems in conducting,,,inseyviCe at the single school
'sfte`with' 'full cooperatiot of the total school staffoftep
dovet'ail Or overlap and are d'$ten

1

related to t/ae uniqueness
of an indiVidual schpl sfaf,f and activity. These problems
Are most Often related to the use'of time-, money, teac1-4r
iterest,.adminAtrative!!_involvement and the staff development
,planning and.implement4tion prOcess. Teachei, involvement

`more

mate, .al. acquisitios 16ss a problem when money was
.more plen iful. Maw of. tYie people problems are related
to'poor c mmunitations nd. human relatidns, areas which
are a 'continual chal ge and an importarit considerat
for conduCting any t f; developeekit program, ve0.:e- e or

fully.required and f ded,'-4Most of the -activities used
for. compiling this edtion on problems in staff develop -\

J/ment at the single school site.we-re -teacher assessed,
planned, nd conducted with, the assistance of various '.

A failure to involve staff members in the assessment,
'support s stems i4 the schools. and central administratio

u.
decision Maktng 0?.implementatiodprocesses of these
activities was not seen as a problem by the d'OntributQrs. -

This seems-t
/ support a belief that the'system has a%

supportive rgan'zational structure for'inservice pro- i
.

grams in Why',c acher4 slaare the pdwer and.resppnaiSility .

with bOth comm fy.and administration for conducting f

staff-dev lopment programs bn both the,counfy aDd singl

school ldWels.

.)
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THE PLAN EXPERIENCE: SECTION II

THIS SECTION DEALS WITH THE PROBLEMS A SINGLE SCHOOL
STAFF EXPERIENCED IN IMPLEMENTING AND CONDUCTING AN'
ELEMENTARY "PLANNED LEARNING ACCORDING TO NEUS" PRO-

, GRAM (PLAN) IN COLLABORATION WITH THE WESTINGHOUSE
LEARNING CORPORATION AT A SINGLE SCHOOL SITE. THE
PROGRAM IS MOST OFTEN CITED AS HAVING BEEN A,FAILURE.

P.L.A.N. , a computerized. individual instruction-program,
was selected by the Arlington Schdol Board as a model
for a rather thorough application of technology to the
problems of 'individualized instruction and the project

was intended io.lead other local school into this
direction or approach to individualized learning. Three

schools were considered-for the initial 13rOject,but only
one schl, Glebe Elementary, was finally selected. The

1

'project as conducted in contractural collaboration
';with the Westinghouse-Learning Corporation who installed

5 a computer terminal at the school-And provided extensive

materials for the program. The corporation also pro-

.
vided a systeth of teaCher,and adm istrative staff de-

valopmen't for implementing and administering P.L.A.
and consultants paid monthly visits as part of the

packaged program. An evaluation of preliminary findings,

conducted by the University. of Maryland in 1972 is
Appendix #2 along with a more complete description(of

the program.

. Thee circumstances under which the pr6gram was1.
plemented at Glebe were difficult. The kogram was ro-

t duced inthe same year that the school opened as a-new open

space facility to accOmodate thc consolidation of three-'

smaller clOsed'spaeea elementary schools. There was no

'planned established cohesive faculty decision making
stlructu're or effective consolidated community organizing
prior'to the opening of the school. Some voluntaryP,L.A.N.
inservicwas offered' prior to the school opening and. rk,,,_

thts waszfollowed' up by .several day of paid inservice

k.,---('''in the summer. Not all Members of the new faculty

. .

attended these program. , -. -1 -

.

The compuierized teaching and learning'program
it has basically been 'promoted by a small group consisting

of'everal central administratolis, the new .principal,

angle smallcore olstaff'members who had visited the
silirs of several successful P.L.A.N".' programs.' The
school Board gave its support to the program by approving

funding of colla4grative costs and reinforcement materials

to augment supplies provided by the Westinghouse Corporation.

L.
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The F.L.A.N. prOgr asfeed. and was
most active in. the sc oar. ears 0-1973. The , IP

last two years Were basically a pease -out period, du ihg ,

whichltime yet,another principal/ used a carefully or anized*
inservice approach to restore more basic curriculum
a educational approach. Two persons who offered suggestions
asto why PL.A.N failed feel that it was a solid educe-
tional program that could have worked under different
circumstances: In fact, one veteran educator involved
in the programdescribed it-as the "most fantastic program';
ever experienced. The following factors Seem to have
undermined Y.L.A.N. or created the problems that
eventually resulted in phasing -out the expi-ment'..:

i

First Year ina New Consolidated School

1)LA.N. was implemented in the same year that Glebe
opened as anew open space school. The students and
teachers were accustomed to a closed graded.,.SchoOl
structure and individual teaCher,approaches to instruction.

0 The new school was a five member team teaching situation
with a highly individualized studeht approach,to a .

K-12 oriented program. There was no school" furniture
or PL.A.N. supplies on hand at the opening of the school
year and students had to take their-required state
testing with6ut benefit of,desks., The principal
responsible for implementing P.L.A.N: left in the summer
before it began to take a position with t1e Peace Corps
and a replacement principal who had little to do with .

the special, project planning or with faculty sekection
was in ,charge of all new implementations facing
school staff. :

,Staffing and-Staff Development Rroblems
- V

The,teaching staff that initiated the P.L.A.N, program %

waea,cross section of some of the staffp froni the%th,v4e
closing schools. Some new first year teachers and:
highly transient members of the system were also part
of the new staff with a new principal in a new. scho_91.!.
with, anew programx The :motives of 'the individual
staff members' involvement were mixed and some were.vei-y
.'apppRehensive. 09,e staff member desCribed thestaff,
rela-Cions as "bad' chemistry". As mentioned earlier,
there had been Some initial inservice training attempts
but these lacked incentives for'proper levels of participation.

167
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'The management and planning of the implementation of

', P.L.A.N. failed to include adequate mandatory inserviee
training for a program that all teachers had to work with.

There was little teacher involvement in the decision
making processes in the early planniriz stases of the.,

, program. P.L.A.N might have been used as a"cataljist

for cementing the,three scliool staffs into one, instead
it became a divisive factor.

44 . _

Community and Parent Support

4

It was difficult to get thr e established school
.communities to work toge er ,or the opening needs of

a new school, much less or `an often frightening.

new technological approa h to learning. The three
communities varied differently in social and economic-

make-up as well as racial,composition: 'The new school

was-to be approximately.25% or more black and included

families who ranged from very afflueht to welfare

cases. On.top of this new situation;'some parents were

. .
Computer shy, fearful of the open space school and

technology, and openly expressed their displeasure with
the locatiori of the new school. Several parents placed
their chAdren 'in priva e schools .and others may have
been encouraged to comp ain about P.L.A.N. by 'teachers
who-openly expressed di pleasure with the program. -7

Mixed Administrativ d Political Support

The changing of principal prior- t' rt-he opening of

the school was one 'major. administ ative problem. One

of the. chief advocates of the:program in central adminis-

tration'also lefts' during the first years of pi'ogram.

.There was tight/budgeNting in thelater years of P.L.A.N.

. 'and the program's failure, and problems were'probably
justificatjedns for withhoiding funding. Oney%L.A.N.
member feels that-upper "administratiOn'-had little Under-

standing of the. project and that° P.I. A."N.'s failure

/ was a self-fulfillihg prA6shecy for so_ e who did not'

support the original concept. The.proiect was' most

o en - described as-a "sinking .ship" which no one wanted

,rt Come near. The collaborative effort with the West--;

in ouse Learning.. Corporation was also based ()an
assumption,that the school system was a highly soPhistiCated
organization capabie.of managing the comperized learning'

project. Many feel that -the corporation personnel could

pave offered more assistance in the management. and

staff development areas,-especially 'after the initial

opro4lems-with the programyereevident.

68
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Other Problems

The media scenter which was formed after.consolidation
of the three merging schools' libraries was notequipped
to service the new technologically oriented program. The
books and equipment ere still in cartons when the project
began and there was no shelving. Th,,,t,g,ftware and
supplemental material necessary t46" the program
were not available and the media,spddia like the
teaching and clerics staff was also ade tingto a
totally new situation. tHAre again, some forms of,..staff
development or training for the-SupportiVe services
would have been very useful along with overall project
coordination and careful attention to details'and long-
range planning for supply considerations.

As the program progressed from year to year,,there was
some teacher turnover that set the program back. this
added to the instability of the staff and it was too
much too fast for the new staff members:) Had staff
members. who joined the project in the "second and third
years received some intensive forms of inservice, they
might have given the progr4m sothe,fresh blood and new 4.

hope

- The University` of Maryland conducted an audit o f the
program in-1972. The evaluation which compared the
PLAN .program with, three other system schools showed
that Glebes students were "performing significantly
below the' students in the other schools" .in certain
grade levels and in certain subjedt areas. The audit
also reflected considerable parental concern about the
academic. progress of the children in the school. Teachers,
were shown to be either under using the computer or
overusing the computer, and the generll evaluation was
that the Westinghouse Learning Corpdration was not -
meeting its rogram obligations.

THE PHASE OUT AND STAFF DEVELOPMENT

The PLAN program which never experienctid a phase -in period,
began a two year phase-out period in the 1973-75 school
years under another liew principal. This.new principal
used a,low-key approach to the phasing out process Nhi,ch
required some stvUetural reorganization of the administrative
and staff roles , introduction of new texts, and the de-
elop ent of new curriculum and methodologieS. There

wer many group and individual staff development activities
w ch were designed, to ease out of the three year program
a d to develop a more standard and basic approach to
t e students' needs. ,
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A new basal-reading series.was introdUced under the

direction of the publisher and reading teachers. Formal .

and inf6rmal inservice accompanied-this process. The

Reading Improvement Program (RIP) folloWed the textbook
adoption'process the following year and included a number

of .workshops including learning center and materials

workshop. The staff also elected to partici'p'ate as

a model school in the state funded Tea'ching in the
Afi'ective Domain prograt for values teaching and human
relations activities involving further staff development.,

A self-study in 1975-76 provedto be .An invaluable
inservice activity that allowed the'school to take-

stock , develop a seise of unity, and to evaluate
;their new direction Ad goals.

New staff members during the first two phase out
'yea'rs tended to be young and positive thinking teachers
who had not experienced the computerized individualized
.teaching. program. Classroom management activities were
conducted for both team and individual teachers dnd

,-an effort was made to have the teachers become the
decision makers in the transition period. The curriculum
specialists and other central administrators cooperated

in the readjustment and-the faculty participatethin many
region and county sponsored inservice .activities. Team
leaders held Wednesday afternoon meetings to work out

new control procedures and to develop programs. Much.

'of this emphasis was on clas'sroom,and school management.
In.addition, teachers had.ma,ny one- to-tone inservice
s'ess'ions with Title I, Music, At tand other support
Personnel, Media Center personnel also conducted inservice
forteaching teams and committees were formed to work

on coordinating K-6 curricula in a variety of sul7/Tect

'areas. CUstodians and secretarial personnel were included
in the readjustment proceSs and school aides were trained

t to assist teachers in different ways than were ired

the 1).L.A.N. program. A strong- parent- ch6-8 'nelation-

- ship emerged land volunteers trained t ssist in the
media center, classroom and clinic. There is <cow a

strong PTA leadership, and the ne principalstates
that parents "'low feel a part the school: community,"
The, county gave support to transition by providing
extra,fdridipg for the neceS'sary activities.'

Thenew principal stressed pr;ofes§j.onalism among
the teachers/and.has a "lay it -on the 'rie" policy of,
working with and,among the staff to achieve mutually,
established school goals. The'Staff*Development Committee
decided to put an inservice emphasis on management
problems last year and to concentrate on, subject oriented

forms of inservice4'in the 1976,-77 school year.
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A look. back at Planned Learning According to Needs program
suggests proble-ils-exisfed in "the following areas:

- thrrole of the principal and effect of three
principals in four years

inadequate teacher inservice training'

- limited echers' role in the initial d ision
makinwprocess

overload, of transition and ngw program all at
the/same time '

- 'inadequate community support

lack of teacher cpmmitment

--Inadequate amount of time for piannint and
inservice

I .4
-^).
- Traxed motives and reaction toy the program

It is ironic that several of those who were involved
in the Planned Learning According-to Needs experience=,,
describe the program as irthe most fantastic. program"
they have ever known or as ''beautiful." :5everaleVe #

stated that they miss the program and haye continued
to use many of its materials in,lessons _today.

An interesting comparison can, be merle-JaetReen what

'Cook place at the Glebe Elementary SohooI.:*,dtheLong,
Branch Elementary School duri g the opeing'process.
In both cases, smaller school with closolassrooms
consolidated, into ax single ne open sp
Tta Glebe transition experience invol ed-very limited 4

/' eNorts to merge the three,communitie 'and, three teaching

staffs. The Long Branchtransition'be an a year in

advance and resulted in a tightly-kni staff which works
effectively together in an intra-comm ttee structure
which was deeipoied along with the building. The transi-
tional principal of Long Brahch hlad cl6sely analyzed the
problems faced 14 the Glebe staff and worked hard to

avoid a sifnilar situation. Extensive staff development
human relations, curriculum -work, and community pub,lip',

relations preceded the opening of the new Long Bran'
School. More information about this transition is in
Appendix #20 and Mod0110 #13 to 21'describe many 'of the

schools' programs and colaittee activities. The hypo-.

thetical, Teacher Corps 'Training CoMplex model in Wt
III as based on the Long Branch organization and seeks
'''to address and solve many of'the problems exhibited durIng,

the experience at Glebe Elementary.
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SECTION III PROBLEMS

_,THIS SECTION DESCRIBES SOME OF: THE PROBLEMS ENCOUNTERED IN

PLANNING AND IMPLEMENTING A TEACHER CORPS PROJECT IN ONE

ELEMENTARY SCHOOL.

Approach to Project Development and lementation

Perhaps it is trite at this poi to'state that implement-

ing a maw.project is difficult and_ the patlIftfrom an idea to

successful implementation is an uncertain dhe. 'Still, there

are those who accept a model of change that underestimates

the difficulties involved. Often referred to as the "research,
development and dissemination" model (R.D. and p;) or the

linear model of change, this model. tends to emphasize research

and development as the crUctal and *difficult steps. From this

perspective, the user of the developed idea is considered a
,passive consumer whose-major decisio4..is'whether to adopt

the idea or not: Once adopted, proponents of this Model tend

to assume that4the idea is 'almost self-implementipg..

In recent years, this model has been challenged from a

variety of sources - educational researchers, political
scientist's, organizationartheorists,,andschool staff.
Different models'of change have been offered that have

spawned a different set of images l

? userperspeclives",

"mutual adaptation", "organized anarchy ". These approaches

tend to agree that, contrary to theassumptions,of thd R.D.

and Di-model, changes in education are characterized by the

following:

- the 'treatment, change, or innovation is incompletely

specified

..- the outcomes are uncertain

- the imPleAnters may change relatively 'quickly

I - tilt implementers are active change agenti (or
resisters of change), 'not passive consumer's

- the relationship 4-the innovation objectives to

oveall organiiational objectives slay 'be uncle40-

These assumptions lead to-an emphasis on the processes of

implementation at the crucial ones in educational change.

,t 1. 72
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These ideas seem to be common-sensicalto people involved
with introducing change into an organization.' They would not

need repeating except for the fact that many influential

people including researchers, policy-makers, and policy-im-

/ plementers still believe that educational change As relatively
easy once a decision is made to implement an idea andsufticient

money is tirade available. The first major problem is to con7

vince these people that it just isn't so. Change is difficult

and some change is more difficult than others. We began or
,----project with this perspective and tried to anticipate the

problems which had to be solved Ili order to give the project

a reasonable chance to4ucceed.

INITIATION OF THE PROJECT

School System Support

Many federal grants are a result of an "opportunistic
search for funds". In its most extreme form, good sources

for money are searched out with littlor no regard for the

program idea involved or the support for the program idea.

Occasionally, programs initiated through such a process are

successful and have long-run positive effects on the school
system. However, in general, this is not a wise path to take.

Our Teacher Corps.project.began with a concern that the
needs of students with limited English-speaking ability were
not being met adequately. Through many discusSions, the

4'
Supefintendent, School Board, and many staff persons
supported efforts to improve-the'instrion for these
students. A general conception of a bi-lingual/multi-
cultural program suitable for Arlington's specific needs
was developed and incorporated in a number of position

statements and at'least one proposal.

We had a general concept of a program to meet a priority

need. Thus, when the Teacher Corp's announcement for a
ants competition was published, we were ready. We compared

our-idea with the requirement of Teacher Corps and found the

fit to be satisfactory. A Teacher Corps project world enable

us to conduct inservice education, develop a moael,instructional

.prograM, alo recruit potential bi-lingual teachers. The focus

on one school would concentrate resources .but would not meet

the system's need fully. .
A Teachef:dbrPs project, then, would

be an important part,,but only a part, of what the system
needed to do.
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The Superi4tendent04ho had worked with the Teacher Corps

program reviouslystrongly supportive. He Participated

in tho drafiting-df°the pre-application concept paper although
J4Initresponsibility b-elonged to another staff

Person-r- lit'draft of the concept paper was reviewed by some

centra staff people but no school-based staff. Ideally,

many re staff would have been involved in-the proCess at

*AA,, this, .sage. But the short time deedline and lack of complete
preVl'ous preparation made wide involvement at this point

/

racteristics of Our Protect
-/-

".

'Different projects have different characteristics that
_should influence the development and implementation of the

projects. Projects may differ on degree of explicitnesg,
complexity, and nature and amount of change required of staff.
Generally, a project that is very complex, is -not very explicit,
and requires a large amount of change is more difficdlt to
implement successfully than onerithat is simpler, more explicit, ,

and less distant from the 'usual mbag'of o eration. One's

strategy of change, then, shouXd be hea ly dependent on the

characteristics of the project,.

The field of bilingual education is r lativelVundeveloped,
compared with reading or computational skills.,-;EVen,within

the field, most work has been done in S4niglfwth'slngla4
nationality' groups, e.g., Puerto Ricans,''Cubansor'dicaneg.
In Arlington, the Spanish populationscomes from every Country
in Latin tArica,and tWo other lirge language groups, Korggn

and Vietnamese, exist as part of a general student enrollment
that includes students from over seventy language groups.
For our student groupings, then, we assumed that only a small

portion of the previously developed materials would be applicable.
We would have to develop most of what we needed. Therefore,

we could not be very explicit in specifying the changewe

envisioned. We could cite the theory of bilingual 'education,
soda previouS work, and the objectives we wanted students to -

reach. ',But beyond a list of tentative strategies we could
not specify the.instrdctional changes we wanted to implement. .1

A change strategy for this idea had to be different than one
to` implement SRA reading kits, for example.

Introduction of bilingual education also involves very

complex changes-. First, the entire curriculum is involved.
How to teach reading, la hguage arts, math, art, music, etc.,
to non-English speaking students are all major issues. Second,

the organization of.mthe school, each classroom and each student's,

day are issues. Again, compare this with the introductiOn'of

SRA reading kits. In this case, only ong subject is affected
and the change could easily be compartmentalized so as not, to

affatt other parts, of the instructional program.

j
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The bilingual education 'project, as we envisioned it,

would involve changes in thg behavior of all or nearly all

of the teachers in the school and relatively dramatic
changes in the behavior of each teacher. One or'more new

-
languages would.be involved, as would new curricula, new
diagnostic measures,.new bilingual staff, more non-English
speaking parents.., Teachers would have to learn to use
staff who speak other languages`in their classes, to infuse
multi-cultural perspectives into their,instruction,'to learn

more about other cultures and intercultUral communication.

1.
Because our project idea was not very explicit, was quite

complex, and involved a wide variety of'changes in teacher

behavior, we anticipated many problems.in implementation.
Committed in general to-be user perspective,' we realized that

because of the characteristics of the project we had to
have even greater user participation; and commitment in

corder to overcome the anticipated anxieties, tensions, con-
,.

flicts, and problems:

Proposal Development. p
°

Many decisions concerning the shape of the project are
,made during the development of the proposal., If the imple-
menters of a project hre not involved in the-development of

the proposal serious problems are likely to result. Ideally,

the proposal writing process would involve all major actors
who would participate to a degree that they all contribute,
understand the project'objectives and designr reach a nsensus,

1and are committed to implementing the.proje There ect.

many alternative ways of achieving these aims,. The ch ce

of one depends on pprsonal style of the major actors past

praCtice in the organization time priorities of individuals*,,.

and other factors.All alt natives have one thing in-Common,-

planning must begin early nd all participants musticotpiit'

thei,time. Both of these " ate" are difficult to achieve

in aschodl system where Itbi-day activities demand ril81-
of eaCh'person's alntion.

As we develtiped,the.proposal,-we were aware of one

researcher's typology for. participation:
, .

pi_. c .

4 - timing of partt4ipation: at the planning stage; at
the, adoption ste,and/or at ,the implementation stage

..,

; ..?,,144:
_.

,- scope of participation: tbe range of issues on which

4. participation is aiiowe4
if-
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- degree of participation: as acceptors of others''ideas,

as advisors, as co-deciders

- density of participation: all staff, representatives ,

pf various groups

As described earlier we did not approach potential, par-.

ticipants with a blank slate. We had a general. idea -.

biiingual/multicultdtal education and asked people to help'

develop it.- We could have asked schools to develop their

own idea for a potential Teacher Corps project and selected,

.- ., one to develop further: We did not choose this path. So

the scope of participation was delimited somewhat. .

During the proposal development process, twenty persons

participated. The central staff person selected, with the

approval of the Superintendent,'a cooperating university,

and a nearby non-profit organization with expertise in

tilingual education to participate., The two key persons

from the university #nd three staff persons from the non-

zz
profit -corporation participated extens)yelyin the proposal

development. The Superintendent and three of his' top staff,

four teachers with specific expertise, the principals'of

three possible participating schools, three Spanish speaking

(IP

"'"Nommunity representa ives, and the director.of the teachers'

association also pa icipated in the process. We did not

/ involve.the total staff of any one school. We did-not feel.

_that we had-the time to select a school'and mirk with it

in developing the proposal. While this course of action is

understandable, we dist create the problem of generating

informed support in the project school thatwe.had to face

during the adoption and early implementation stages (dis-

k cUSsed later).

However, all persons who chose to participate had the

opportunity to shape the contents of the proposal. Within

the field of bilingual education all issues were,open oned.

The proposal developed through a series of meetings. ,The -

concept paper served as the baglip for the-initial discussion.

One staff person took the respoReibility for writing a pro-

',askl draft with assistance on specific sections. The first

draft was reviewed by the group and a second draft written.

That was circulated and reviewed and a final proposal was

written based on the discussion and written comments.'

-
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The Problem with the proposal as submitted Was that the
0 understanding of the contents, and therelette,,the'degree of

informed commitment to the proposal wath'uneven; The amount

Of time and energy devoted to the process vai-ied;_rom *.rson--

to person. Perhaps the fault lay primarily 4Tth the style'of

the primary proposal writer., Perhaps"threason.was latk

orconfidence"that the proposal would be fundled.7-Perhape

other priorities captured the. attentiotto1170W-Parinoipants.
Although we cannot say exactly why participationfts uneven

we an say that the -results were some_misunderstandings.and:

some failure to anticipate potential problemsw,

Many of these misunderstandings and problemsJnvolved

school system university relations. Arlington and Ate

university did not have a long-standing' working,relationship

prior to this project. The principal participants from both

sides did not know each other well. Even though the rela-

tionships were good and communication ea9,71.---many issues were

overlooked'major reaso"aa tbatineither party knew much
-about the other's organization - organiza-

tiOnal realities, standard operating-procedures, specific-

requirements, etc. Another possibleyeason wasthat it was

easier to over potential problems with generalities and

to ignore some possible problems because of a desire to__

submit a fundable proposal. For 12atever_rP_a-sons;---goine,

nagging, though not catast'rophiet, problems arose. Some

examples are:

- We did riot analyze the difficulty of having an infern

who was educated-in another country complete re ire-_

ments for Virginia certification and requirements for

an MAT,,in bilingual /multi - cultural education in two

years.

- The roleof the on-site university coordinatOrwas

ambiguous.

- The degree of flexibility the university had to offer'for

a variety of inservice activities-was ambiguous.:

-

- The effort to put oneself in the others' shoeS and try

to see the issues from that perspective was not made

sufficiently. For instance, the school staff did not ,

understand the structure of tithe university and the

difficu'lti'es of developing.anrinspivice grogram with
a practiLl, experiential base at the school site.

)

44.
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Proposal Content
- .

},J c-',

Besides4being a document submgted to a funding source,

th

..,- .
,- -

,
411,

e proposal also establishes the yinitialholfrection of a project.

We considered the proposal as an ttial'Plan of action and tried -

to anticiiate as many problems as 'possible. -

.os
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Uni4te'r4t -Sahool,S stem elatiOnshipsi,' A problem with many

p. Teacher Corps projects, a well as other collaboration efforts,
has been conflict between the university and the school system.
finch of this conflict is /nevifable when two, organizations
and staff with,differenc Xnterests try to cooperate. BUt the

dhance of a4tooperativeLrelationship developing is 4moreated .
if the authority and role relationship's are defined clearly.

4

When, the primary purpose ofTtacher Corps pfojeots was
A

the pre-service education of interns, it made sens&for the ,

university to-be the dominant partner. Meeting the needs
`of the participating school programs school,staff,.and school .

system were fine, but only as related side effects of good t

preparation for interns and the devel- opment. of teacher educe-
tffoen.programs at the university.- However., with the shift

of-emphasis from pre-seryice\to inservice education, the
,school system should emerge as the. dominant partner. With

7,- this emphasis, the echool is no longer a setting in which
transient interns become prepared to be good teachers
elsewhere. Instead, the sehoOl is seeking, as _a unit, to

'improve its program.and staff 'capabilities forthe fore--
seeable future. The school system, also, if it is wise,

i'is seeking'toltransfer the effects of the project to other
schools and'other*Staff. In tbid situation the school and
school system.have a greater stake in the outoomeof the
p-roject and should be the dominant partner in determining
the project activities. ,In developing an inservice rather
than a pre-service program, a university, must seek more to

serve the school'system.and staff that are involved "in the'

program. More than pre-service rograms,'the university
must tdapt'its.methods to meet the unique needs'9f staff'iff"

,r , different situations. For the university to develop effective

i.
inserviceiDrograms in the Teacher Corps model, this different

,.. orientation must existA. ,
.4 =

.
,

=,...
Or

. . .

In terms of practical consequences, the project. director
should be t School system employee, not a staff

person asd selected according to_schoOl system procedures.

',.

. The university sh d be-invOlved 'in the selection, but

should not dictate the sel ctiOn oz have a veto power over
the selection. As the pro ect is implemented, the university

\\'\.....a
should 'participate in all, ecidion:.making bodies, but its

uthority should vary: qn some issuea,4or instance, those
that involve theeructur content, and staffing of ex-
periences,that will receive university, credit, the university
must haVe final authority. But on most issues -its voice

should be only one among many. Throughout, it is desirable
if decisions can be reached by consensus. Th/b discussion

-is designed o state a hierarchy of final authority; if'such

is needed.
/

2."



`.xi

4

e

The discussion is also meant to create an image of the
university'as primarily a'seryant to the school system in .

geacher Corps single,site,-inservice programs. Theproject
staff from the university mus\estabIqsh its credibility in
'the school by meeting school- 6ed needs' before it can

effectively use-its resources'to influence the direction of-i

the inservice-program. In order to serve it pust'go

out of.its,,way to understand how the school\and School system'

operates and how it can best work_ within th4s system to

'help it improve itself.

Principal-Pro4ect Director tionship:' In a Teacher Corps

project, three groups-(unive sity, school staff,:project staff)
and to a degree a, fourth group (community) must interrelate.
on a very small "turf" - one school. Purthermore,' traditionally ,.

one group, the school Stiff; has controlled this,"turf". To
.

establish a cooperative working relationship among these
,...1. \ ' 'grbups is difficult under the best of circumstances. Prob-

*,

-
ably the most imp6rtantrelationship is that between the'

'§-'- school principal and the'project direCtor. The principal
,I,i, ........:., is the 'overall authority of activities within the school. ,

.The prbject is an activity in-the school; therefore, ul-

,:.:A. -- ,timately"the.principal is responsible .for the'activitiest-

---7.44.,-,:',.-- -.0f the project. At the same time, the project is established
as a change agent in the school and the,project/director is
the major change agent, If the principal, becomes a defender'

of the status quo, and the project director becomes an
aggresii4, combative change,agenti disaster results. For

,

a project to succeed, the principal, and the project director,
muSt'work hand-it-hand- Decisions should be by consetisus., .

if possible. But, lust as the university must serve the
school system, the project dust take a servant stance toward

the school. The project will code and go,but4the schOol ,

It ff will in. his -means that. the pro4ectiditector

mu t take more o e responsibility to meet the principal
fway", than the rincipal. 'The project tuA start where:
.principal and:t e Staff are.. ,

/

. .

iOriginally, we propOsed'that the principal and project Q;

d rector be one and the Sateipersonand'an associate projeti" -*<4
director be hired. In our,sifilaUon, such an arrangement'

.

---1

.... would haye worked, but thiOleacher Corps disapprOYed the

idea. As an alternative weI.'toposed that he principal par- r"

ticipate in the selection of lie project director and in
effect/ baize a veto power over the selection. This was pro-

posed to increase the cotraitment'the principal had to the
pl.ojedit and' 'tt, assure as much as' possible that the principal

and the project director o4d woxk together.
IA

Pro eet Staff - School Staff Relationship: For the project

staffi, t't implementatio. Of the'project is afull-time job.'
-But the project staff must realize that the full-time job

., of the school star is to teach the students within the

ti

\Jr
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b
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established instructional program. If the project staff
expects the school staff to commit the same time, energy,
and thought to. the project as they, do, problems will result.
The project dust be paced to involve the: school staff
gradually and in ways that make sense to the school staff.
The school staff must be involved deeply in the assessment
of their needs and the design of activities to meet these
needs: Especially in the early, days of*the.'project, the

project staff ,should involve itself in some of the daily
school activities.- In this way, staff persons can gain
'credibility as effective teachers and also provide ser-
vices in exchange for the extra work they will ask of the
school staff. Like the project director, the project staff
must know how the school operates and the people who make
it operate, before they have a basis to seek to change things.

(Information, discuspion, persuasies,
and collegial relations are the basis on which the project
staTf can involve the school staff in_project activities. °

Project staff attitudes of superiority or bearers of TRUTH-
are.easify perceived by the school Staff and damaging CO
the project.

Inservice Activities: Gone are the days (if they 'ever,
existed) that a university could be'content in otPering
an inservice program that consisted only of regular credit
courses 'held at t university: To be effective'in 'pro-

moting improvement in staff skills and the instructional
program in one 'school site, our-proposal affirmed the belief
that the university must base its inservice activities at
the school. By being located at the school, the inservice
progiam is more likely to have the following necessary

-
- Characteristics:

Or

,practicality ,
1'1 ,

,

i
TeachersAe pond beftertOlactivitip4.that:can-:be .J, _,,

easily tian 1Ekte.-.4- Int-o'athfirelie*ral'e''''-9-..-?.
, 1

general gtr Cture-isinecessary to' prevent activities
r

from bging trivial or goal-less, but the core of in- -

sefvice activities should cohpigt of down -to -earth lessons.

a

4

-Experience-based
.

Teachers should' participate (create datetials, analyze
tests, etc.)/and draw on real -lif school experiences.
Using he school as a source of. ctivities is a good
way to make inservice practical.

,1 gp
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Flexible Time and Structure
0

If inservice is conducted at the schoOl, a variety of
timesand structures are possible in addition to the"
Once or twice weekly after school course, The following

are examples: demonstratiOn lessons In actual classes,
small groups of teachers working on a specific ta9k

developing a diagnostic test for English proficiency),

informal
e
discussions'over lunch, formal discussions in

meetings, 'observation in-different classrooms,,experiences

rG in and With the community, short -term, non-credit workshops.

e

'Local Staff Leadership
Skilled local staff often make the best instructors
because' they know. the realities, are colleagues with the
school gtaff, and have credibility.

Blurred Roles
By operating on the.turf of the school staff, the teacher -
student roles,are likely to be blurred. The school staff

... would have more opportunity to teach the instructors of
the inservice program. All staff would be on better

ground to 'act ds'c011eagues or:peers. SchOol staff

). are more likely to be.used as leaders of inservice'
activities. Community members are more likely to 'par-
ticipate iboth learner and leadership roles.

gthool Staff Involvement in Decision - Making
The-school staff for whom inservice activities are
planned should be involved in the planning of those
ctiVIties if the activities are to have a chance for
success. This involveipent shouldbe pervasive, School

sstaO should be co-dectslors gry tage of planning.

In the proposal, the s ivi involved
°pla based.onneeds assessment

.
. the ,nee assessment.

onents

. ti

thefScho
dencyfitv-maPy past Teacher Corps prolgatt hats b

the various components (school staff, proj s af

university, etc.) to either be in conflicer-WittOr,4..-

.
or beisOlf4ed-,from one another. Either ,behavior

consequenc4,foi the project, As stated previous
4 i ' cchflict-t%Inevithble; but.a project can do muc

t .,),:

-f-.

c at O t at,iVe
Iirelations

4... s .
_

)

Representatives of, Beech compone1ntisho ul.d be

policy-ilakinebody for the project. I

'481.

enifor
interns,

appthtr
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to encourage

I
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new staff should be orient:0 to listen, 'observe,andti'41 understand the existing operation before they seep to
s .

change it, If a person (project staff, intern, etc.)
comes on ooetronkfy too early, unnecessary conflict
is I :to result. In' some past "projects, interns

hav'equickly alienated the staff for this. reason.

I

School staff should understand that interns, community
workers, and project staff are not their property, are
not in the school solely,go Carry some, of the existing
load ,knd-that interns are something more than student
tears

On the other hand, project staff, interns, and community.
workers should be sensitive to serving some of the day-
to-day needs of the school staff.--As part of their work,
they can tutor studerits, meet with parents,, help in
assembling programs, gather needed instructional
resources, etc.

Interns, school staff, community workers, and project
staff can participateasspeers in many activities. For

instance, interns and' school staff should be involved
in many of the same .insetvice activities, In some'

activities members of'two,:or-more of the above mentioned
groups could share the leadership-.

, .
, ,

Pre - Planning and Continuous Planning: The project should
have sufficient time before .it begins to tdre'-andorient ,

staff, establish a working group-,-and.develPi-the initial ,--

plansforpthe project. In our proposal,'We suggested that
the'project developa detailed initial plan of action to
accopplishtwo purposes. First, a detailed plan would es-.
tablish agreement - -on the initial direction of the project.

Such a plan would contain specifdi objectives, ta ks to

I
accomplish the objectives, responsibilities, and time line.

Second, end perhapp more important,-the.process o developing
a plap would enable the project staff t6 talk dbott 'the issues,
listen to the opinions of others, and develop a working re-.
lationship. The intensive interaction could reveal sub-
stantive ,diffeeences of opinion on the issues, contrasting
approaches to problems and tasks, role relationships, and .-
differences in personalitY., It is imp'prtant that these
aspects be confronted early and, if all goes well, a co-
hesive' working unit will emerge.

T1 e-p an of action, then; will serve as the first map
,fOr-t4e,p oject. But it wou a be foolhardy to think that
any plan- trcomplete.,..The pian of action can serve as th
formative evaluation ,design for .the. project. Regularly
established forms t include at,,,least(repreientatives

. all gro s, rhe ctual accomplishmenf---shopAd be compared

et . o
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with the plan'andthe evised according to the more

curtent view of real ty. All persons at the school must

feel that their concerns rerimportant, their participatioh

in the continuous on- ne planning is valuable, and the pro-

ject is responsive to new facts or realizatiOns. The belief

in mutual.adaptation (theproject changest the school, 'the

school changes the project) over-time is vita14,'

Adoption of the Project
/

) r Asthe shapeof the project proposal was becoming clearer

the superintendent and 1.4s staff began the process of per-

'svading a- school to impfetient the project, ff 'funded: 'Early

in the process, two schools were identified as Iikely.onaa.

Our beliefwas that the large majority-of school staffmust

support the project for it to 4sve a chance of success.

Imposition of complex projects from the top down is doomed-

to failure if there is weak user support. Too many lay's of

not implemeAting a.xproject are available to unwilling partners..

The first step was to gain the support of the prpcipals.

The i)rincipars are he gate keepers of change. A project

may not succeed if a principal supports lit blit the project

almost surely cannot succeed if the principal opposes it.

Discussions with the principals restflted in sufficient

support to go further.

. -Choosing one prospective school; the thief proposal

writer participated ih-a Series, of meeting with the entire

school staff. Copies of the draft proposal were-left with

the principal. After considering theproposal and,dis=

cussing the 'issues, the staff eventually voted not to par-

eicipaee in the projebt'because of other priorities.

At t e second,-schopl, the same series of meetings were

held wi two changes. ;First, the principqj asked on staff

person pre are awritten summary of thelWiroposa,1 an

-discuss it with the staff. The good.result,-in this cas

was that at least one school staff person understood the

project and became an / advocate for at. When enough

.discussion had taken place t e principal asked each staff

person to fill out a written preference. The choices ranged

from opposition to the project, throu4h periodic participa-

rion, in project activities, to willingness to accept leader-,

ship responsibility in the prpje t. Only one staff person,

opposed theyr6ject.
II

44
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Ai mentioned earlier, it would have been better
although more difficult if the school staff were more

involved' in the development of the proposal. Ai it was,
it basically had two options - accept the proposal as is

or reject it. While the support the p oject gained was
sufficient to go ahead, the understan ing pf the project
was less than desirable. Just as par icipation in the
development of anlititial plan of action clarifies the
important aspeqs Of the project for, the project staff,
participation in the proposal development could clarify
,the projAct for' the-school staff. Because their par-

generating nderseanding and specif support was left
ticipationit/the early stage-was Tc!.ted°,.the task of

to the implementation stage of theproject. .

A
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ORGANIZATIONAL CilAgT

LONG.BRANCH SCHOOL

DMINISTRATIVE STRUCTURE

Pt'incipal

Primary
Cluster

1 Ulster Leader
' 7 Teachers (±-3) -

1 Kdg. Teacher
1 Kdg. Aide

a

Intermediate

Clus er Leadep'
chers (3A) -

1

Other ProfessJonals
"9 Reading Teacher 4::

Media Spebialist 7

Title P
(2 Teachers)

ESOL Teacher
Teachers1

Mpsic Teachers'
(2) .9

Art Teachers (2)
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Nurse
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Initiuctional
Aide.
Med7a Aides (2)
Secreiaries,()
Cafeteria

Manager
Cafeteria Aide
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Advisory Council

Cluster-Leaders (2)
I
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PRESERVICE/INSERVICE EDUCATION.

OUTLINE

Teacher Corps T iningC9pplex Framework

I

4*,-

Hypothetical School Characteristics
1

.
- organization staff ' .

--! demographic d;scriptron . , .
.

staff,development organization and activities
- ,ad hoc committee structure. - .

- initial needs assessment to
i

seek federal assistance

138- t

, i -

v . ,
II Hypothetical Decision tt Consider a Teacher Corps Project. ],42
/

'1* A. Step I: Initial Needs Assessment
. , .

143
.

- School Needs
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:TEACHER CORPS TRAINING COMPLEX FRAMEWORK , ,

...

Needs Analysis' addresses andoshows need for:

\
- central siteof localized delivery system 1 -

- more responsive system of a variety of training services

- coordination of diverse resources

Instructional Program is.designed fret developing:

- incentive for professional growth
- active training participation b teachers ,

Institutional Adoption is directed toward a formal compliment

tomaintainingi° /

.riew configuration 01..'program development resources

- 'systematic interaction between trainingaomplex
.and local institutions

Diagnostic and Prescriptive Teaching is performed through:.

teacher-developed diagnostic orperscriptivemiaterials

7,4 materials and procedures that can be applied within

the classroom

Collaborative Decision-Making revolves around:

'teacher participation
nature of delivery services
nature of training programs
adininistrgtion of training, Programs

directions tow4rds,professional_developmen, '

:

.-
1

,

Management and Evaluation Plans focus uponland support:

specified re ponsibilities of each inst tution to

operati n of training complex
delineated s affinVlines and respansib lities
effectivenes of dell4 ry systems ,as well as' '

specific training I program

- ,
e

2

U.

)

4

:or



I

0

ti

MODEL ELEMENTARY SCHOOL

0,1

Hypothetical,School,Characteristics

"Model", Elementary School;.a consolidated, open concept
team-teaching, multi -aged, Title .I sk.htful with'a diverse'

schodl.populaticzn of 500 students is planning for its '

fifth year of operation. The school has a total staff
of 48 inciuding.18 classroom teachers and 13 individuals
who work' as part-time-aides or special teachers.
maining staff mem4rs perform administrative, office,
health,-library, clfeteria, guidan5A-or building supply
and maintenance services, some Gee part-time basis. C

Approximately 12 student teachers receive their field
.s teaching experience at "Model" each year and approximately

45 volunteers average aromid 5 hours per,week of service..
for the.scrioollor'a total of 7,000 hours per year. Most
staff members are tenured, near the top of the pay scale,
and the majority have been at the school since it opened
three and a half years-ago.

"..
"Model" Elementary School; part of a school system involv-

- ing 25 other elementary schools; Is lotated in a suburban
metropolitan area which is Tepidly changing to an urban
community% ApproXimately 15% of the students are new

0 each year to F4schoof and many of these have English as
their second nguage, TwentyrTercent of the'students are

4
considered Tit I children anct-4 to 50% of the studentss
test at below grade level on standardized tests. At the
other extreme are Many students w o perform near or ajt,th
top, of achievement scales.

Students come from a wi g va iety of cultural, ethni ,

economic, and edUcational backgrounds andt:,:over 31 dialec

- are represented tin' the student body. Wh*emmily- of the
' students Come'frOm families who have liv:ain the same
.neighborhood or'-own-homes for several generations, ,others
hate lived in, the area or countt,c-for-ofily several months,

.*
-or years. Most live within a' mile and a half of a:new.,
subwaylstation under construction and 25% live in apartments.

191.
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a 1-



Staff Development: Goals°

.

Staff development needs and curriculum or program planning
revolve around:

/1

I-

School Board;Goals 41!

'zimproviiag audisnatt reading skills
-improving-stud ts' math skills

_
-

-improving human relations,skills of students and staff
- improving students' thinking skills , %

- improving- students' understanding of themselves and
their world through humanities*program

2 State or Federal. mandates.

,*-

- a county required Annual Shhool Plan adopted each
Yeax-kthe,total school staff.

.,_.teachedetermined individual, pod,'or cluster needs.'
e4

a 4

r4Tehtil-anil community cenderns."-'

41.

'44 r

.

.Budget cuts'have-xedUced funded -staff development and most of
the inserviee,acttvities at ttie,edhool are on a volunteer no=7.' 7

pay basis .or_aretelcil within the time fxame, of a regular school
-day: A limited sthol'arshfp,fund existi 'fgt., teachers to take

needtd coussewcirkflor certification or,special 'professional
Reeds. Mqst f -the ,staff membets prefer to take care of their

staff develo aeds,on-therschool rat4er'then,on the,county
although members serve on count 'stalle deIelopment

'.committees and s link-with county. organizational

trends, heeds, ndrebources:
7 ' J:'

s.
4

C.

I ;$

X92
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139.



I

.0

Staff. Development: Process and $tructure
. cr.

Stdff Development At M6dej. Elementary'is a continuous process
and is seen as anything/pachers or: staff members can do or
learn to ificrease eheir*o4essional capabilities and.com-
petencies in and out of the classroom. The basic staff deve-
lopment philosophy .is centered around the initials, SPA,

State where we want to go
Plot.a procedure for getting there and,

'Assess results )of effotts.

The planning, decision-Making, and implementaion-of school-
.

tased in§ervice or curriculum materials deve gent for class-;
room use may orIginateor occur within a networ of any of the
,following school ad hoc or specipi,small and large groups:'

.

Month/ytotali staff'development meetings
Vertical Committees'Cuvricuium
- humanities

.- social science
- math
- reading/language art.'s
- physical education

.'

- 'human relations'
- Schdol Bilding Committeeu

'Stat)f Development School committee
s.

'Tzeap4teetings
'Pod Meetings'
Cluster meetings
Curriculum contact teacher sponsored activities

1

,

PTA committees
Other

193
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Staff ,Development.: School Needs Assessment

The school staff has just completed a self- evaluation and
is pleased with many of the results, especially with an
increase in overall student math achievement after an intensive
'math continuum school project. ,However, self-constructive
criticism as, well as changing student, professional, and
community needs indicates, further-s f developmentt-and curri-

culum planning fs needed for the total s ff to increase pro-
fessional and school capabilities, competen s and concepts

as well as to "update" the current school kAowl e bank.

Somd staff'members are concerned with,learning. more abo
About the teaching of writing skills. S.A.T.'s are fallin

and rumor has it the school board is considering yet ano er

goal. Others are interested/in learningmore'about."15 a ning
for the Future", a on a week'half Aay total school rogram
at Fort Future Element ry, a deighboring school wit a" similar

diverse school popula on. Some teachers see goal overlap ;as
... a majorlsthool probl and communicaaon has been cited 'over

andIver again as an area forimPrOVeMent, both within'the
.school and with the home and community,.- Many say they are

. ,

.1 weary of teaching in an atmosphere' rj.Sis and are concernad...

with developing ways staffjtlembe 91 to anticipate.
classroom. needs and education i;ip,-J.a_ long range basis

as well as on short term ,04A4ple time staff

members are apaessihgceme'gfi_ '....:' 04ite that 'budget
cuts have reduced supplt ,A-00; student

q ..,..:

written school wide news? ajis:',i./el as
,

s., callY reducing
,

)

r the number of funded clasrAo6r4ides and atr , -
para-professionals..

The studenttteacher.progranOas'it currently exists iS phasing
down and an announcemant,a- -county 'system reauctiOn-in-force .

notices is pending.
,,

4.'.! ),?1.-
...

.7.-
. -,
Act

*-, , 711e
4-2,

f
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Hypothetical Initial Decision-(Staff) to consider planing
and proposing a Teacher Corps School-Based'Teachet.Triining
Complex Project

At a School Staff Development Committee meeting, a member
90

suggests that perhaps "Model" woulh qualify for and benefit
from a Teacher Corps pre-service/inservice Teacher Corps

'Training Complex Project. School needs, IHE student teacher
and intern program needs, and Teacher Corps needs seem to
match.' A tWo-member team is formed to make a preliminary
needs' assessment and to report results at the next school
Staff Development Committee meeting.

'1

or

t, 1%., SI*

..... 4 41'
v+. ,'- ...ik

4 ''''''. f ..\
.

.." -1--.
't e?'.4.

I,
.. .,.,,,,,,14.4.,' ? 4 -,,,.'

'4,-4-'1' ' . . -

s

a..''
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STEP I

INITIAL NEEDS ASSESSMENT_

School Inservice Needs

- To improve home-school communications
- To Amprove in-school communications
- To improve professional capabilities, management and
deoition-making skills within the "adhocratic" school
organizition

- -To'learn more about planning for and' anticipating fut re
needs both for students and for the profession

- To improve teaching of writing skills
- To improv4 Personal,andprofessi4nal staff mei:fibers wri ing

skills
. .

- To learh ways to coordinate oyerlapping activ -ities to eet
mandated as well as self-generated goals ,

- To improve the student eaching program and school capa
bilities as a field e erience. center.

1 S., .3

1
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,

Institution of Higher Learnin
Pr.eseryide Needs

- Pr4tical experience in profeSsionil communication and
decision-making' skills

PractiCal experience in diagnostic-Prescriptive training

.

0

- Practical experience in curriculum materials development

i

- Practical experience in'teaching methodologies-and class-

roomanagement techniques
1

-,

- Qpp nitiesqor lea-rning professional communication,

. org ational and allaborative 'skills
e e

I

.
.

--Pp orfunities for working,with communities and homes t

....e...:..,

- Oppertunitie4:to develop Rro.fessioaal knowledge and

.
skills at a- single school site within context of a

,

single
1

't an d,systemis needs

I,.

9

MY/
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Teacher Corps Project'Ne4ds
.

.... lb

=ti

ii

. -' ,

u''''

A project which demonstrates and evaluates 'a teacher
- '!power: model .,. . involliementofteechers in,decision-'

making, increased professional benefi l'Status, and -4-

.contributions

A.project based prCsehooI and coMmunitY needs assessment
.

r
- Toil]. staff invelveMent in instruvriQnal prog am

i .
,_

-A project which offers collaborative and aWcisi n-makini
oppertuniaes iorkell'participants '

_ .

. ,-

ic s'

.

tru
...

- A prof twhich provides specific or plan'k
for management end\evalUation'procers

\

. ,

:-
A ,nroject which -canhelp to develop diagnostic-pres-

per4PtIve.procedures for both interns and school staff
members

-'A.Project which'inVolves representatives of ndme.end
community in plans and implementatibn of,project goals'

:-A projectwhich aims for incotporation" of.goals and
implementations after funding is withdraIn

1.
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Critical S cial Needs Assessment

As a resul t of the recent 1976 Educational

AmendAmendments
Act, extending the Higher Educationments

of 1965, proposed teacher Corps Project
should address the following special concerns,
needs and goals.

.' ,

-,To place as m.ich emphasis on '.'retraining" .ors,

continuing the professional education ol exist-'
ins teachers'and Staff as on the training of

new members entering the profession.

- to establish prodesses, procedures and strategies
for active partiCipation and involvement of all
components of a school Teacher Corpsproject
IHEi LEA, SEA, TC officials and to'involire all .

, participants in."powee sharing opportunities.

- To develop specific guidelines for project manage-.

ment end to isolate specifiC management functions,
princ'Iples and strategies necessary to assimilate
a two year, temporary project,intb:a school activ-

itywithout conflict: ,

1
,

To lncrease.project efficienty and effectiveness

' in c'omtUnicaion, reporting-Oroceduies,and
evaluations.

' e!. '

. - To develop ways of avoiding p:r.ole4:10400l Ver-

lap in goals" administrative: claafoom and. ther-
'service functions. ..

-.. 4tetk -.1

\ -i..___

,,..ix

- To provide incentive in form orincreased.piof4ional
;,compensation an4 status for partidIpation in cont4.nuing

. inservice education. ,:, ,,A,""
;S

/

, - To develop ways of avoding praiect decay...that is
'atendency for schools to change projects, rather
than prOjects and federaltassistance to chafige,schools.

a
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STEP II

ACTION AND BRAIN-STORMING )

.

After-,a report 'Of the preliminary nee* assessments.
at the next meeting of the total staff develoPpent,
schboI grou, the staff in4armally agrees to explore

"the possibility of applying for Teacher Corps Pro-
ject. The Media Specialist and staff members-

,. volunteer:,

to conduct a brainstorming eession'after
school for interested staff members

:e

. a

- to compile a list of possible questions

. to consider' if or when a }eacher Corps
Project proposal planning and steering
group is formed, and,

. ...- -
- to place copies of 1

i
s5t ed questions in

each staff members' school mail box as
a meris of reporting

A
- .' _

. .

.,- to proVide a tear-off sheetto help'etaff
members comment or raise additional ques-
tions.

. 6
.

Six staff members participate in'a one and a half-

hour meeting.

AN'

t

200
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Hypothetical Questions .for. Proposal Planning'

(I.

,-

, \
. ,

4

/ 4, : .

What is the present framework of our in-school inservice
system?

..,

What are th parts of our present singlesChool inservice.
delivery system: , ,.,

'

N 'What is the level Of participation by total staff meibers
,

*

in th current system? .
. ' e' a,

What are the Present relationships 'betOeen tie -arts

of'clursingle school system as related.to inservice
. training?

Ar
,

.
.

,

What are the4present relationships between the parts
of.,our atin-gle school inservice system as Kelated to

county, state or federal iq,ervice activities?

,u What io we see
,
as school inservice needs or desirAble.

staff developMent ideas ,for implementation which .are
presently prohibited:liy,ftme or' motley?

1

,4
What kinds of changes.can we expect if a TeaCher Corps ,

Project ,is introduced into our schop41 for two .years?

1
e1/4

, 9
.

How will we havg.to cHange the ways we operate?

2,

..

,

I
s......

.,.
, , .-

t
..,,

Where would the Teacher Corps Center and.sfiTce\ke
:located? e

,

,

..- F ,..,

Can our school faCility accommodate,with ease anywhere";
from 10 to 20 additional staff members?

...,

What supplies, additional equipment support services

would a Teacher'Corps prOject staff need?
i. ,

,

4

A

-

_Would a,Teacher Corps Pioject provide'additiOnal job -

opportunities for members of our.local profeSqional:
association? '

,

,

Ne..

20 1-
. .

r
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In ,terms of dollars, how3mgch can we expect to ieceiVe'i---
in school aid? How much will we have to spend -In order
to carry out propOal procedures?

.

How can4We learn more about'TeacherCorps criteria,.
project procedures, requirement6, and 'legislation?

What Is a-Teacher Cbri)s Training Complex?

. .
.

, -...

.
What arrangements wc2uld we, have to-make

.

with our pro-
fessional-orFnizatIon? central-administration? school

- , board? state educatpn board? , - ,

. )

How would we chopsean IHE? interns?, What would be
the role.of the university in,planning the sChool-
hased inserviCe'activities?

.
What is the usual Configuration of a Teacher

\

Corps_
v ,

. ...;-

' project staff? . .
,

In general, what are the usual functions ,iof &Project
Director, Program Development-Specialist, Co uniiy
,Coordinator., University Coordinator, InterniTeam'
Leader, Project secretary'. , .

, .'_ .
. .

.What incentives ,would a project need to bffer staff;"
members to meet the goal of total staff.ciarticipation?

\.

. , 1

.,

,,

4
411-lai incentive would a project. need to offdr community,
sy4tem and other organizations to participate in 'pro-
ject planning'and(inservide,activities?

What inCentive would the Teacher Corps haVe_for accept-
.ing our prbeosl and choosing our school a-S a demon-

, 1,
Stration prO'jec'site?'

:
.t. 0

What special and. /or representative talents,'resourceC
) ,- needs, demonstration procedures, and expertise can ;

we offer as a school to enable us to serve as a pre-
eh, service teacher training center or complex?

2.02 :,149
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..)

, ,How Could a,jT tier Corps.Y,tojectohelp-our Schoo to:
f. ' ,,,...42' :_ ,. t,

.."-b.*
-----,

meet preaene.l'sfated .So-atg?' (.':::. 1', .''''',
i "%. , ,, ... . , , . . \\a,i.

1,
'1

01 ... ommu icatioft-,gapst 't--
:: , ,./.,-

;,.\'-..,.
".' I. 7,.. reaSe 031,r efficiency in meetng over ppias, goals .,1 "

.r'..: eof sv-a:ribus 'school ;count , 'sta tats ali1 q era4
, \ ro-

ki..... ,, .,:.- ' . .0
. 4.4., krams?; .

'...f.-.! . ..
goal and ener,g<4.:ov:e:-e..,1714:-i,..,,,,L

4%-

i -..., ..,--

t.-engthen otir .comeitt '1,,er$.10Xtc. 'decision-making r

specialprci-m.is s t4f, tiOrkshop,
cifitg.':40fAehirnirig,,aCti
. . 7

ties? "
SI\

a

..

-

e : ,
inip.rOve paTent-teacher .61t-e;am" approaches, to student
learning?

improve our efforts .to meet special and emerging
needs of- ESOL and mainstreamed studlnts?.

In what areas can we combine forces and
?,',swap or' juggle goals?

c:>

How can proposed pyrd3ec't' Act
suiptitute7 for estahliished

resources an

vities become, non - threatening
ac tiv ties.?

r
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h.

What, specific hLp do student's need inlearningand
development a-writing skills'? silbject selection,

choosing an audience, content, .supportIng examples
for gefieralizations, forming logical sequences, in-,

'4%Creasing Writing vocabulary, editing, rewriting
outlining or planning,a design for writing, chodsing
words; details and sentence patterns, mechanics, proof-
reading and clarifying skills? '

What specifi help do teachers need in.develoAng, .

students wri ing skills? closing the tap-between
subjective ective evaluatioil...one:-to-one4con-

ferencing tec iques...providing publishing oppor-
tunities for studelit writing ...helping students
select or discover,subjects,./..exposieg students to
both process and product methods of teaching writing,
closing the gap between uniformity, craft, and .

creativity...teaching'sditing throughdlik all content
'4'

A

areas. .

. , . ,
,, ,....

In whet specific ways do staff members feel a need.
to upd0b,or improVe their professional writing

.

techniques and skills? . ,

, .

-

What does "planning for the future -mean?
,'. .

44.

Could a planning for the future child choiCe program
with total student participation be introduced,or
incorporated into -our school. week without sacrificing
our effectiveness in other programs?

Would a future oriented inservice project activity
have 4n affect on students and how they view .their

world.?

Would a future oriented ingervice *project activity
or, program affect how teachers view their world?

\ 1151.'..
2,44 --
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V ,

How mue t*do interns usually spend at the school

site pe day? , How much time at the university?i

. , ,

In what ays can student teacher, intern and teacher
\coursewo k and materials development activities be
coordinat d?. Which subjects or topics igoulp. appeal

.to all? hich would meet special needs of interns?

4

What adva ce or special training wou4ci staff meffibers

\. need to ha e in ordersto assist interns in their'
.

'Preservice experience?' ,' .... .)

i\.,, ,
..

What kinds ofinservice activities an4 IHE course-
'.

i
' work are po ular with our staff members? tWo'uld we
.want to coh ider.a variety,of,approaches,'Options,
(including o T-Siandbys as well as "creative" work-
shops or in ervice strategies? 3,

;,1.lhen would most ihservice/presery ce activiti

,place? ,before,rduring,- after ho 1...sumMerl

special county.inservice days? ,41,

. ,

How an we solve theprOblems created wheal teachers,
leave their teaching stations in care of untrained,
subsb,it4tes for relased school activities? How can
we train Substitutes?. How can we relieve teacher

o . ,

concern? - s,

What specific a6tiVcties,_classroom tasks Or res,
ponsibilitieS'and Support ServiceS

i
eould a project '

I staff, interns; or aides perform _to help'clUster,
pod, or special teachers in the classrooms. ,

. -.-,v, / , ., .

ti

a
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owlcould a propogal planning group for a Teacher Corp's.

Training Complex Project involve students, Universities,
,,,parents., community representatives, professional organi-
'zation picials, total staff members without, requiring
altajOr-time or energy commitment and involvement?

How canwe create a base ,and language for informed decision-
making throughout the various groups'an Organizations '

affected by a potential project? How can we reach in-

.0yidualsi r .

How can we find out if those presently inVolved with
school based. staff development activities woad be .

willing'to cooperate with a Teacher Corps staff and to
channel activities through that office? -.

,How would'we 'plan and conduct orientation activities
.

to help both the old, the new and the coMbined(vstems
be understpd by111 participant$?

What can the school staff do to plan and'hOld initial
. and'oontinuindhospitality activities, and social get-

togethers throughout the life of the 'project? ,

;What' specific activities .or services could a project
staff conduct to. improve our overall school program,
sense.of.unity through'diversity,-and organizational'

14effectiveness? ,

How: would evaluation take place? for tht community, the

-students, the interns, the'experienced teachers Nd
staff members,. the.-university,." the instructional program

deVelopmentactiVitt-es, the county...

What project activities and proi4ms'cat be planned that
We=wouldlike.to into the
schbolprogram after the project ends?

Assuming the staff agrees to explore. Teacher Corps Project
'liOsSibili.ties, how do. we,fOrm-Ancelect'an in-schOol.

Aproposakiplanning group?

Att../ will arequired Scnoollommunity Steering Committee
:oposal-iroup be selecteptand-formed?

4
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STEP III

-Hypothetical Total Staff Informal Planning-Commit

1

The media 4ecialist distributes copies of lh questions

posed during the brainstorming session to all staff
members. The chairperson of the total staff evelopment
group or the, principal places the subject of whether or
not to pursue the Project 'IprOposal prodess' oi the'agenda
for the next total staff development meeting. The pre-_

announced agenda also contains a ifoluu eer.opportunity
for five staff members to woton e' pr opo al.,comblittee

on a pre-arlAnged 'released tide basib., U 5.released.:-

days pdr member are offered to use any wa the potential'

committee sees fit..:

k

rr

'2

ey

20Y'"
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STEP IV
.

, .

Hypothetical Planning Committee:Formation and Configuration

The full staff agrees toexplore project possibilities
and.raises.additional questions,-,concerns, 'reservations.
The Staff Development Chairperson appoints a committee
representing the interests of:

- special support teachers

Cluster I teachers and staff

- Cluster II teachers and staff

- Langdage Ards. Vertical Committee

- Human Relations Committee andAdministration
c's

.'A,time is set for the first meeting. The newly,formed
committee is asked to'select a leader, determine plan of
action, arrd to give a skeleton report of'propovd activities
and planning schedule at the nett total 'staff development
meeting. Staff members are encouraged fo41,.Ce informgl,
suggestions to proposal planning group members and rePre-
sentatives.

The principal as asked to be an ex-officio membe'of the'
committee and is invited to attend all meetings and to
share responsibilities-for planning. . 14

F

4
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STEP V

Hypothetical Committee PrsOposal_Planning Process
.

e
4.-

. t ... , .li '

The five .core members of planning vpmittee meeton
rel ased time, fol,---ejlalf day planning gession'and choose

a
, -

ader: They ask,the following questions and te4 )

/2-1 to tative decisiont-regardins-roles, resfOnsibilities
1

/ an individual or committee,goals and directions.

We hA 175 total'released hours for the-five of

-
us to_gversee anO,direct the Teacher Grps Project,

..

Proposal planning activity. How can wd use these
.

.

.

hours an&our committee and community school re- 411.

.,.
sburces to,he best advanteage /

. ,

- Who will'be in charge of arranging and planning
our overall,commiitee work and decision-making-
schedule? *.

.
. , .

..-

.

.

'14110 will be responsible for necessary'committee

recordkeeping,andarrangel'nentsformee-times,
, ......

'eln4f,

requests for' funds or School support services?

What forms ofcottunicatkon do we need -to establish. .3'

t in-committee, in-school? Who will.be responsible N.
for gOidAag 04e as well as receiving back Information?' ,

A ;.1
r4 , ,

What existing forms of communica4on can-we use .in-
,

school;-in- community ?. '

i° ..
....-;

,- How will we go about answering raised in
:,4brainstorming sessions and at'the recent total staff

deve14ment meeting? /,'

;

HoW do.we split, responsibility for various questions
and make recommendations as individuals with the
'assistance of the groups wt represent before making
final plans as a4committee?

209
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4

What additional information regarding school system', .14;,,

or stategtvernance and organization do we eed to
gather?:

6
What additional informationregarding Teacher Corps

,'systems and procedures dowe need to gather?

In what, specific areas will we need, the eventual adVice
or service of school or system experts? fundingorealities,
6udgeting protedUxes, ways to gstimate budget line items,
official format andforms reqiiired:by tte Teacher Corps,

, 'explanation of. special Teacher Corps terms; hipng processes.
f

/,.
-.How can we find out minimum/maximum - levels of fU.nding?

What percentageOf funds is all6ted to salaries and P

other fixed costs? What percentage can be discretionary?

Should we plan for any field trips or visitations to near-
by.Teacher Corps Schools onto schools with similar pro-

, grams whith might be a part-of a proposed project?'

4P 6
BOW can we Obtain a list of gpssible IHE collaborators?

How does the school select an'IHE? through committee
recomictendation and consensus? through .a pcocest of eli-
mination? 'through consepsUs withother school staff de-
velopment groups?

.

Presentatives ffbm varlout
i/
niver-p

rn needs and to submit proposals
How much,time will thiS process

Do me invite several 4re

sitities to assess 1'14
for our consideration?'
involve?

What. wouldbefthe be
I

'Officials? "ty telep

ShdUld w9involve r
in suggesting proje

f

t /

t way to approach the univAdity
one, by letter? 6. ,

cent student teacher's at this school
t activities?

kK
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4

How can we divide responsibilities within the group for:
4

- research, data collection, necessary information
fOr informed decision-making?

- suggesting an overall project needs assessment
procedure.

establishing contact with representatives of
school parent' organizations, .community organiga-

tions, county officials, uniVersity or other possible
-collaborators.

- management,-administration, human relations,re-
,
commendations.

recordint,and dollecting information in a central
loc on for committee members' use. 1

- !

establishing or suggesting a decision-making
process which will increase participation .and

.involvement,of all-those who ,might be affected
4:'1!*11py a proposed project.

f

2 11.

J

ht.

158. . .



AA'

O

e i
What,comMittee activities will requii4:-

e - individual effort,. decision-making?,

7,FeamseffOrt, decisionLmaking?'
,

- consultation with ether school staff members?

collaborative decision-making?

-full ;committee discussion and decision-making?

HOw muebtime'should-we allow for:

-, research, surveys, informption?

1

\ ,\
- involving rep esentatives of IHE, professional
organization, student teachers, total staff;'
parents, school and community parent organizations,
system representatives, vend school board members'
in the decisiOn-making and consensus process?

making'final recommendations for formal considera- fs\

tion?

- compiling recommendations?

writing or-placing-recommOdations in format
Suitable for .presentation to staff for formal
consensusand commitment?

- production of resulting materials?

t
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Each committee member assumes. responsibility for one of
the TollowIng broad, planning: areas:

.

naednessessmept/informationlincantives-
.

iR

governance/organization

collaboration
s

vdeasiOn7making40 Plcatipn

specific protect actiVities, structuresand

\,.
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Needs Assessment(Project)/Informailion'
. -

lOcation, spAlies, praedOrika regu-4.reMe4s
- suggested orientation agtiviti4 'T,1 4

incentives for Teacher gorps, Intens, and -staff
- possible testing inrotheeneeds assessment coor-
dinationopportunitieg

- arrangement of tours tp two schools, onqNWith a'.
Teacher Corps Project, the other _with & planning for
the'tuture prograM

- fill in information gaps concerning Teacher Corps
ea. other federal funding requirements or find out'
what will "be the best. sources of 1:nforiation$ pbtain
copieg of appropriate legislation, gufdelines,`or
other publifations,or films

I

cove nce/organization (School- and, elcher orps)i
;

- examine current school,staff developMent program
deermine areas wire cooperation, coordination is
possible, desirable r

- explore effective ways to invoave many people in
what has 'to be done (management)

- make a list of stated school staff, county, state
and f deral goals under current'mandate. In an

acen't column indicate wha, is.c.urrently,res-

ponsible for necessary staff de:761opment for..
implementation

.
="o .

'.,.

i

hF

r r
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-Collaboration

A
.!

- Contact representatiVe of area IHE consortium. State,

needs.
,

Contact representatives of school and c ommuni ty pareni..-

organizatious.I.State needs. Ask for expression,of

interest.

O

- Assess current volanteer.prograpC Ask for suggestions
oon ways to impro'13Z-71nformalY.

-'Contact,professional organization-representatives;
find out what informatiOn-: action a proposal 'planning
group. should take or need to carry out for a formal

,

°proposal.-
t

C:
.

- Conduct informal survey orvoluntee aides or student

teacher\ needs.

DecisiOn-Making/CommUnication

:-. Suggest.or plan a' way for involving as many repte-L

senttives as possible in the proposal planOng 4
%

procedure without requiring.a large time4 commitment. iim
I

, . 0 ,&-;'

.
'k. gs....- , .

- /Study steering committee requirements ind_sUggest

ways to improve or acco fi '' ate steering committee
maneeds (provide .needed

,

'.tion, space and time
a

for meetings, sdpport ervides).
r

i

---IP'Be-reallonsible-for-Aiacing announceMant of committee',

\ ... meetiOgS &id purpo,si of, meetings in.existing in
sOool?pAlicationfe.

i '#''', - i
1-

,
1 i 1 le " .

" Analyze,in-school/cOmmunications.medie. ' Suggest

ways toiniprove Or, ways a project could 'plug in.
/ j

- Investigate Ways,c0 use the media, center for committee

.pthnning purposes as well as for, a proposd.project's
purposes. .., '1

, .
), .

. .

-r - Study and lanal0e home-tchocl comhunications. -Suggest

wars to improve, , I.

,,-

'
0
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t

Collect specific suggestiOa for project proposal

- proposed.school activities involving parents

- proposed activities "involving interns

- proposed activities involving teachers:

- workshop topics, and activities

- various or additional wffs .to conduct in-school
workshops or other fnservice activities ."..

, I
ways to improve inservice Activities

e

\ .
1

- .Jrays a project could help to meet needs of -

audents with special need's .'

- various ways school staff members could help :
a

initiate a.project if proposal is accepted /
i

-_. -.topics su1table for
.

IHE coursework '-
f..'1 <:: tt,. /

: " : \ /

4

-f 163.
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4

deypothetical List'of Suggested Project' Activities and Strat!tures

COMMUNICATION

Supplement the schoornewspaPer with Additional funds,'
'support - personnel foic productioniand supplies.

Use the school' newspaper as a Means of:

"4

- encouraging' student writing

. ,

- developing teacher and intera.expertise in student

writing conference techniqUes

--' increasing communication with parents
5'

communicating CiassrOom needs to parents

Publish a.project newspaper featuring staff developMent
news, calendars, and content summaries:of project spon-

...pored ihservice/preservice activities. Invite interns,

student teachers,'<and staff members to contribute articles_

)or reports concerning overall. project goals.

Send doges to prgifessional-' paraprofessional associates

in the schOol, community an the Teacher Corps "community".

Use" to prOject newspaper as part of the Orientati
activities to introduce project staff members, key chool

staff,rmembers'and interns....this would aug ent not

subst 'Itute for orientation .social activates.

e

PROJECT-'STAFF /SCHOOL plANING.

.Design an IHE management or leadership course featuring
"basic management and leadership theoried\And principles

for ilrojedt)staff and key school personnel. ,

Goals to develop specific plans and procedureslor
merging two systems toform,one temporary system. Use

specific materials developed for implement the-Teacher,

Corps Project. Arrange professional credit-f' partici-,

'pants.

r"

1

\

a

2 1,, I4 .L. I 1641.
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I

o

MI6

PROJECT LOCATION k,

- Chpose an area in the media center for praleCt use.
,

.- Choose an area for office .space for' independent use of
project staff.

-.Plan to coordinate media center and activities.,

7P

,

1.AtA
,00%4

(vP''

(-1

HuM
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TOTAL SCHbOL AND PROJECT NEEDS ASSESSMENT ACTIVITIES

?1T,467":;' Inservice Day

'During the fall of the first project year, hold a total

staff inservia day staff development

day, centered ardutd,"Gdals-in tion". Consider the'

new syneon format.where'participanisstarteff,the day
discussing a theme or probia in small groups.. 'Throughout
the day, the "walls" sloWty:come down. 'The group codes
,together at the end of. the day(with as composite list of

specific suggested "solutions". POssible.themes...writing,

future, organiiation leadership.

-

.Writing Skills Assessment

Make the writing skills needs assessment an all out '
effort of interns, project Staff,;iefal school staff,
collaborators, and volunteers.

,

- enco rage student writing. wherever Eossible in an

non hreatening atmosp6re

.
, _ - ,§-, 7:.

- collect ungraded student written pape s in. a

folder containing, five or mocqzwritin samples

.

.

. . ,

- use combined talents and skills of Ili , interns§

teachers, ,SEA or county specialists, ides, volun-
teers,and project.Staff to analy2s each child's
writing and to list areas of individdatrangth
and weakness -

P 0

- work with children on an individue sis 4,17A1e4.p

dgvelop "additional writing skills's concepts, -,'.

.
INCENTIVES .

.,

I n addition to released time, IHE coUrsework credit, and .

'extra pay or other planned incentivs; devise.a way teachert
or. other staff members can receive one or two.hourA,Of.
;college credit for'participating ine set number of,-normally .

non - credit or volunteer project inservice or "currioUlum

development activities.

.4 -
#

:0 a

21t
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-0

WORKSHOPS ON RELEASED TIME NON-CREDIT, VOLUNTEE§,7
OR EXTRA PAY BASIS

TOPIC: HOW to Substitute/How to prepare for,a Substitute

Goal). Develop asset of school related'
guidelines for school staff and
substitutes

. Participants:
.

TOPIC: Wa7s to enlist

Interns, teachers, subtitutes

and use volunteers

of'guidelines:or
suggestions for staff and volunteer
use-

Partidiknts: -Vol'Unteers interni,'tegcherS

TOPIC: ' Ways' tip' involve members of the community-in
special, schoolprOgrams Choice)

Goal:

Participants:

Reso
"Plan
'schoo

rce 1 -st for possible

f-or\the Future
program

Teacher, staff, interns,
Comm i07' A

/2-

introduction to future Methods and Studies

TOPIC:

fit 1

/
,ice

=./4

J

.-
- Goal}:

Trticipant?
P

7

Parent -Teacher
A L.'1*

Goal:

Information ,and awareness- of
-firitttire planning concepts

-.All interested members of the.
community and stlibol -et

Teem Tea'citi.ng

4"
Set of guidelines or' suggestions
ft:t distribption to al). staff
members and=parent5

,

Parents, staff members vItterns

,

Perticlpents:

d

S

h22o
Jf



ON-SITE IHE'6OU.RSEWORK FOR INTERNS .AND 'SANF
(one, two, or three hoUr credit arrangemen.$)

(weekend, suMitier;- or after school timing)

TOPIC: Techniques for Teachers Teaching Teachers

%.

0

TOPIC: Teaching of Writing in the Elementary School

Goal: ParticipantS develop own
'writing skills, classroom
activities and materials,

Goal: Tgaining sessions for teachers
to work with and assist interns

examine possible textbooks,
and lsern both process and
produEt methods of teaching
writing 4

,

TOPIC: Meeting Special Needs

74,

Goal: "rb learn ways of ,meeting an-
ticipating needs of mainstreaming,
ESOL or gifted and talented students

-r

/

7 TOPIC: Goals, Writing and Skills :-,
- ,

Goal: Develop i/ays...of2using writing

to reinforte'irtfier basic skills

of4matleading, huifian relations
thinking. , Show how humanities

,

-',.ind writing are elated to
School Board goals,_

....-....-.4.; ,.- e ,
'

11 -taeic,Princii5les, Communication, Teaching sand

Planning fonithe Future
/

. '77 -e'

Goal: To provide information,b '
;and,develop synergistics'

1

concepts.,'

2 21

To develop professional and /

personal communicat on 4

skills.

168.



.4,

INTERN PROGRAM
.'

s . , .
. . .

InternS'will wave an opportunity to obierve Or serye foi
A brief time...on.a°11 school adhoc orommittees. ' .

k

Internscan form their own staff deveklopment committee
at end of first project year to pafti'ipate in their ,own

,

needs assessment for the second projedt YetL %

::
- t

Yl

BOOK DISCUSSION

Organize a monthly, informal evening book discussion
group fbr'interested etaff..Tembers and members.of the
community. The group will 1114 itself'and perhaps,meet'
in one anotber'S homes._ The group can select books
for discussion such as "Future 'Shock", "dpen,Reality",
"The Media is the Message",current best Sellers'or
favorite classics.

N

t

7

N
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.

COMMITTEE PLANNING
NEEDS

CONSENSUS PROCESS

.
Use. planning committee time fora series of bo nce

sessions wi,t11 representatives of the various roups
-.-affected by ,a potential project. Outline Tr poled Ne,..
ideas, ask guests to anticipate how ,sugges d

activities would affect them,, ask for sugg. tions on,
way to improve or. add to the eventual prosal. Con-
duct bounce sessions in groups of two o three

committev'members to help cut down tot .l time
commitment of the planning group.

41,

4'

-ADD' OVAL COMMITT
PLANNING NEEDS

0

Plan to Involyemembers of the school staff in the
hiring process. Make specific plans to suggest,
a procedure and to obtain necessary Teacher Corps
and central administration guideline 'in advance of
.formal

2.23'

a.
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ROLE:AND RESPONSIBILITY OF STEERING COMMITTEE

- Define terms

- Suggest roles of projec.t.staff and school staff
4

-4400BEstimate budget, funding requirements

Suggest gioject timeline

-20versee commitment process

- ;Form the Project Advisory- Committee

4

- Oversee the hiring process with input
staff

T

a.

from school

- Oversee the application process. Assl.st,in

assimilating a new system into school life'

(see secoric ary miclel for a hypothetical,

detailed sting committee process)

- Prepare final proposal reporit
t

ZS'

224 171.
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=

'1
Hypothetical iSek,f*Released TiMe'for Committee planning:

_ <

(125 liours:,shged ty 5

I. 4 =0;ii

staff members)

15Ours! . InitialT/planning meeting

60 hours- Indivi ual,committee member activities

15 hours. , Touttg,-visitatioud:.to:other schOOis

.

15 hours... Repo,5ting, dikuSsion, additional , A.,:
..,

plafining ,,

.- .

.- .t..

15 hours ConsultationyittHE reprtsentative,k

15 hours Bounce :sessions with representatives
of affeeteegioupSs' :

1 ,

- school system', school board
members

parents, volunteers.
-.professional representatives
- former- student teachers
- key sChdol support staff

.personnel

-.other

25 hours Proposallwriting in a form suitable
for total staff understanding and 1

readability

15 hours Planning for pre4ntation, possible,
consensus, and arrangement to form
the School Community Steering Committee

'1

225

a, .
;t4

172.



$

The model en0 here': .As noted,in the preface, we
have tried to anticipate howa single-school with the'
characteristi s.of Long Branch Elementary would begin
the nitia:tio process'to ask for federal assistance
in forM of a' her Corps Project to dontinue a single
school's.staff evelopmene program: In reality, at

each step of the initiation, implementation, instruc
tional, and incorporation stages of any project, changes
in both structure and process can occur, depending'on
the needs, imagination, concekns,'I.esources, or interests
of the various participants involved in the decision
makihg process.

;*t

Other schoois;' with other organizations, goals or needs
could use this` Same planning process to develop -

ehtirefyidifferent structures and project activities
or goals.

****'****************Ii***

f I

t 1 '
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BLAST

V

BASICS LIFE AND SKILLS TEACHING-

AN INTERDISCIPLINARY - TEAdRER TRAINING
,

t

,

SECONDARY SCHOOL-BASED

TEACHER CORPS PROCESS MODEL

V

a.

2277
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BASICS LIFE AND)SKILIS,TEACHINC

,

Current reports of the sate of the art ofd planned educatiOnalf

change are filiqd with innovatiVeeducational,fallures on.
the school, lOcal, stet , and =federal levels. Lost in the .

current shUffle, are th Se Planned changes which-succeedt.
v-

Each of these extreme, and often conflicting, judgements,,.

is based often on .theigpeciAc-to-genera zeetbiervitions,N

' and perceptions of;

O

O

the cuStomerf(coimunity/taxpayer)
- the user (Epacheeistudener--`
-,the shapers (the university/expert
- the government ,(elected and appoint managerS/

' administrators)- : ;
, . '

''--- -7----414,OUtsigirStL-(pressAbsters/SoCial sc entists/
'artists /evaluators). '- i

,
,

__, -.o.......- _:..... Aiasid Life and-.-Skills Teaching, :a hYvothetic -secondary,
, ,

schoOl-interdisciplinary pre-servicelinservice raining' :,7!.

-,,-- -4;- -Teacher Corpsmedel, seeks to.address'Ithe differ nt pers- ,-.L
-,

PACtives of_marious groups affected by, and inter ted in

. the outcomes Ofplianned eduCational change, It 1 babedon
. ,

66Cess lglta'failure. ''
k

,

,..., xi , -
.

,

The Arlington Public Sdhool's Teacher corps contiac on

'Staff Development Project Staff collected data for is

, model, fro the- following sources:

, 1

. ..,

- ove ,fifty written contributions from teachers, ad- 4110

ministrators, and volunteees within the-Arlingt n
Public School System. -

,:, 41
7:

- direct and phirea experiences through informal co
fereaces, interviews, and ConversafionS:Aih con-:
tribdting members and 'he Advisory Committee.

.
'h...,,

et- a formal three day, four.(4) m bbr planning core,
activity which reflected the ma h,anesdence,

1- f , '
English,' and social study academic pirspectives and ,

experience. After the asstimptions were made, and
a cronceOt was formed, a Series of "Bounce" conferences
were held .on the last day with Secondary administrators,
-Media Center Diredtors, and the. Superintendent of

.'

Schools to test and assess how and if the idea could ,.
become an ideal. .

.
-',

ttiof

The -f.nal product is all attempt to combinethese-varfous
formal and informal experiences and sources to meet both an '

imaginereal school's needs and actual stated*Teacher'Corps .

needs and federal funding requirements.

2 248j.
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Preface

>BASICS LIFE AND SKILLS TEACHING'

.;

OUTLINE

I. ASSUMPTIONS

A. General

1. Need and climate for Back-to7Basics Approach
2. Value bf interdisciplinary interaction
3. Value of school-based needs assessment
4. -`Value of inservice incentives and coilabozation
5. Valud of school cooperation and "identity" to

ieach goals
Value'of grass-rbots. needs assessment
altz, of combined pre-service/inservice training

.

As relat d to' ehe:secondany school

1: Traditional departmental baNriers .*

2. Secondary school size and staff isolation
3. Nktd ToT "center"
4. N ed to recognize complexity/impact of.cOmmunity

-5. Needvtd1,recognize public, prof ional, media,
cOnsumerpresspreA

s itYftchange
6. ;Need-t6 define' and seleet, realistic

0
',.

C. Specific Model Assumptions gor Project BLAST.4,
,

.

1. kfeed for ''consensus, commitment, anecommunication
2. Pi9ject,site characteristics: organization, \

-,, climate for chnge, and feasibility for
=total Staff involvement ,

3. Need%for flftibility . \

i 4. Critical nature of sales pitch \
5. Invpliement.and,resource

ao, Students
b."1.Curricul4m
c. 't,Community

d. a'...Institutions of Higher Education

e. School. and staff resources
6, Definition of project goals, content, objectives
7. Opportunity and incentives

.

8. The "deal'.. initiation proCeds
9. Need for 1 "'director" as well as direction (goal)

4..
,

'
ectives

IP

2 2,9

11,
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1

II. PRE- PROPOSAL SCHOOL -BASED PLANNING PROCEDURE

o
A. Pritary Needs AsSesoment
B. The, opportunity,

C. The decision to act
The.preparatfon

III. THE PRELIMINARY PROPOSAL (PROPOSE STRUCTURES FOR CHANGE)

A. Guidelines for planning
B.' ()Udine of Proposed Activitiesand Structures

." IV. PROPOSED ACTIVITIES AND STRUCTURES FOR CHANGE'
°

A. The Media _Center ,

B. "Four and one" teamwork
C. Total staff inservicei day
D. Testing program: Needslassessment and evaluation
E. An interlude_--------17'
F. The Buddy System
G. Enrichhent/Exploration D y
H. Buzz Sessions eA, A

I. Formal 'coursework for college or certiflcation-tredit

1. On-site IHE coursework for-teachers and interns
2. IHE coursework for inerds
3. Secondary interest or interdisciplinary scholar-

;ship fund
4. IHE coursework for key project and' sta personnel.,-

v , .

. Intern program

1. Total project pro'grams''
a

-2.. Departmental training
Observations

4. Study and skills developlant enters'

K. 'Communications ,

In-School / In-Project

a. BuzzApessions
b. Enrichment days
c. "Buddy" materials bookie?'
d. Media Center audio-visuals
e. Project. newspaper
f. Other project communication needs ;

2. Existing forms,of school and community cOMidunications
a. formats and channels within the school
Er.- formats and channels within the School

community
c. formatS and channels within the total

-community
3. Immediate, critical need to plan for specific

communications relating.to project propdsal
process

230
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V. ANTICIPATED PROBLEMS .

1. Project "Decay" I
a

2.

3.

Communications
Overlap

A'

'4. ThreatS to sense of turf or identity
5. Supplies, materials, equipment, supportservices
6. Orientation "Is\

,,,. 7. , The "substitute symdrol9e
8. Other 4,

A

VI. INCENTIVES FQR

1. Individual teacher-sta4:Membef'participation
2. School participation 4

3. Other

VII. PHASE SCHOOL/COMMUNITY STEERING COMMITTEE

A. Explanation
W. Preparations

4

1. Membership
2. Arrangements
3. Information base for,decision-making
4. Resource list .

5. Suggested task list

C. Hypothetical Steering Committee Members-hip
D. Hypothetical DeCision-Making Process; n-Committee

1. In- committee decisions

Pre-draft stage
3. Draft stage

. .4: Flan for the decision-making, s /es pitch process

E. ROleS

1. School Principal
2. !Sch01 Community Steering,Cmmittee_2
3. ',Central Attnistration
4. School Com nity Advisory CouncilL,
5. The Media Center
,6. Scho/ol and community organizations
7: ' School secretarial staff
8. Teachers (aides) ,

9. Interns'

10. Institutions of higher education
.11. Teacher Corps-Project Director .

12. Teacher :Corps Community Coordinator
13. Project Program Development Specialist Or

fr 14. Intern Them Leader .

15. University Coordinator
16. Project secretary.

X231
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F. .Ti tk Line',',
1-c,

:: ;

1., ProjeCt Year 1:-- .-

2.= Project Year II .%
, .

G. Hypothetical make up of "bounce" sessions

VIII. FINAL HYPOTHETICAL.PRELTKINARY D CISION- ING PROCESS

and pipcess

A. Consensus-Commitment plan and rocess
B. eghsensuA schedule.
C. Project acepted by the sc hool

. HYPOTHETICAL OUTCOMES

.0

0

O

rf"

L

L
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"-TEACHER CORPS CRITERIA 61
.

TEACHER-CORPS INTERDISCIPLINARY TRAINING APPROAC4

:'
Needs Analysis addressgi and :shows need for:., -

- the involvement of a wide range of kndwledge-'
-arts; .sciences, humanities -. .7: ,

. - using all oprsources of knowledge-kbr solving a
c-- ----complex:Problei r -

.1."-`,
,

Instructional Program is designed for developing:
,- ---- unexpedted bonds between different disifplines,

,

1-s
findings and vieWe of spetific target prbSfemS__

\. ___.

--

- a habit of looking at schools and,chikdren4t light
.. , of many different kinds of Ways of knowing

- a thematic, problem eentered-approaato the overall
instrtctional design

.

- personnel mastery of more than ohe discipline or- 4.
area of expertise , , \: ---'-.

- alertness to non-verbal and-noncognitive Ways of
, knowing .

......-

-.an analysis,:iof the Wisdom, knowledge and skills
..

\

reflected within the specific community or
protett setting

.

M

'Institutional Adoption is directed...:towar4 rmal.bommitment
to maintaining: __

1

- interdisciplinary apprdach within the.sChools o
4. . .

LEA !1/4

f,
.

- interdisciplinary cooperation amonglthe departments,
of the IHE

- -._- interdisciplinary approaches. employed within.context
--,-_ .-

of teacher training at TgE, rP

q

.1,11. Diagnostic and preetrtptive_74ching ieperformedthrough..'
--4 multlfaCeped approaches from a wide source of diss4inee 1-

- praceddrgalplatIned,, designed-and 'implemented by inte
disciplinary =teams ,. . ....--- ...

_ .. a . 0

t

doliaborative Decision Making revolves'around:
- identification an *analysis of central RrOblem oetbete,
- desigri of interdisciplinary team-
- specific role and problem solving techniquesrepre-

seWttd of various interdisciplinary team members
to:solve the content probien, ''

- communicatingttle,Colicepts of knowing- that have been
used'ipOplem solVing

1.-- .

v.v
------4.---

' , Management ani:-.Iiiination Plane
- the'exietencebf a multidisciplinary team

__,--.-......, the-neelationships formed between members of tra- 0
-,-.Lt- ,_ .

ditif3nal-aisciplines and those froimftun-trditiOnal
i ------,...--

,4source'` " -

data ccalea-tion and analSisa that crbss disciplines-and

reflec-nterdiSciplinary goals
- effectivenees of interdisciplinary team in solving,

cthe central problem',

".-
t..
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ASSUMPTIONS

'
a

Need and climate for Back -to- Basics Approach. The best of
----shools can profit froth a re-examination of its instructional

programs; especially in dramatic periods of external or in-,
ternal change. At present, many schools are _changing their

,directions, or,--ere being asked to change towards an emphasis

r on teaching basic reading,.writing, computational and study
skills. Accordingly, a total school effort which,would.give

_

p

staff members an opportunity to focus on a program featuring
"basic" content,'concepts, and methods would be well received.
It almost goes without saying these four skill areas are

' *basic to all that is done in schools. Teaching them isn't
newl;.but an interdisciplinary apprOach with a'coMmunity com-
ponent may be welcomed as a valuable, stimulating, and
satisfying. total school undertaking..

Value of Interdisciplinary Interaction. As a secondary
school staff increases its interaction within and between
departments, as well as its interaction with the community;
the results may be an enrichffient of present programs sand
an increased understanding of the educational needs of,,,the'
school. e/

Value,of School-Based Needs Assessment4 A.sChool staff
which has the opportunity to work cooperatively on the
curriculum, needs assessment within 'pits school may be in
the best position to then create curriculum materials and
approaches appropriate to the needS' of its unique Situati

Value of Ingervic Incentiv and Collaboration. jif

teachers are given time a incentives'to work together
across discipline lines,, to develop expertise through o
site courses and scholarship funds for the IHE courses,
and to interact with the IHE and Teacher Corps Rprsonne
tie end repolt may be an increased individual effectiveness
and self-awareness.

Value of School Cooperation and "Identity" to achieve
Individual Goals. Secondary schools are traditionally
bastions of individual teachers,,or at best, cooperative
but is lated dep rtments. Involving" the staff in inter-
discipl naryiexperience,may lead t000t only enhanced
individu 1 performance but also, stronger gchooi-wide,
cooperati n in efforts to accomplish the basic edd.ca
missin o the school. .

rl

A
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1 ,

Value of Grass-Roots Needs Assessment. Most id as are
accepted if they come from the grass roots rathei than

,. . "from above". Building a program on staff assessment of
needs seems ,to be the right directional'approach.

-,
51 .

j

SECONDARY SCHOOL CHARACTERISTICS

Traditional Departmental Barriers in aSecondary School

Despite traditional, rigid structural and curricul m
barriers in a departmentalized secondary school se ucture,
we assume each teacher wants Pc increase students' skills.
The need for theseitakills van be demonstrated across tra-
ditional discipline lines. Thus, interdepartmental commu-;
nication within secondary schools can be improved by
choosing anAnterdisciplinary model which consciously lAanS
all its cotponais ito,break down'the traditional barriers '

between'deretmeidi:.

Segondary.School Size and Staff Isolation. The autonomy
of secondary teacherS'functioning within a school'is often
a result,of sheer size cf.,staff. This isolation can be
broken down somewhat,by grouping:teacers'in small units
which will be.given specifiC tasks to perforM,..and the in-
centives (time; money, collage credit-or others) to com-
PrOre- these tasks.

Need fora Project Center.
.for positive communications
project should be housed in
in or near the media center

To increase bhe potential,'
within a large schoOl, the
a -central Iodation, 'preferably. ,)

11

o

Need to Recognize Complexity and Impact of Community Change.
Staff hostility is often)a result of,changing'community
pa erns; needs, and conCe4ns. De-Creasing enrollments

bring a loss of teachingApositionsT tighter budgets, and
higher students per teacher ratios. DraMatic changes in

the, pluralistic nature as well as the size -6-ffstudent N,
population can also create frustration and overwhelMlne
challenges for teachers who must learn to overcome cultural,
language, or,expeFience.harriers created'by arapid influx
of non-English speaking Students or students with special

-needs.

Need for Careful Introduction to Obtain MaAmum Commitment.
'The obvious concerns of 4eachers in. the MIdst-of such rapid

community and mandated change,must be taken into-account when F
planning any additional changes which will affect a total'sthoC1

staff. A total school staff development i.roject must beinr
troduced cgrefully to obtain maximum commitment, and must in-

.!

rive staff in-all stageso)f'development.' This project must
be Clearly perceived as being beneficial o each teacher and

as a way of increasing community underseaildingthe,school
and school appreciation of the needs of the community. , Re-.

quirements of the projectshould be low-keyedenough to
neither threaten nor overwhelm the already oVer-burdeneori

/
teaching ,and administratiAre staff. 235



Need to-He-Cognize Publicmprofessional, Media, and Consumer
P sgures -f614thange. Schools are receiving .impetus to re-.,,

_ - sire basic skills from many sources. S,tat'es are man-
------ -.4t-png-:proticiencyn ikt.11s_,,,,,school. boards are identifying

:76_ ysbemwide;.goals in these areas, parents are ,c..eping_fOr a
--!_tfe-,turn to=fbssics. Employers are sugge,,i;-,ing that high ..- , .

astoI- 'cliplamis are not worth ynuch any mikre,and students
#- . ,''' . ,,. = are c- oncerried ^frith career and dollege-r-r-for /skills

Many staffs -.. even those presentlydoing an bxcO.rent job
- T:-. c, skl development - will nn bubt elcothe a project which

X-7
t.te:

respon, s -to community demand "for change and which pools
toeitherstia-te,---comnidnity, Tedther Corps,. and IHE resourcfts .

-an_attempt'io fiNtrengthen the teaching of basic read-'-'.
ing,---writing- compute on.2..,...and study skills.

-:-:--L. 4.-7Nied _tb -D%ftne and Select Rea-Iiitic Objectives. At the same
`titre- tiier;Os. this cry for bail; skills -education, schools
_agd receiving -calls for hell} in a, myriad of other ways. tIn
at e midst ,of: futur,e ahlik".",. schools are 'expected to pick

----Alp_ he 'burden of .all_to&Many societal pr-oblams and change.
.The result -is all too often an attempt to;.do \too much --` and
not:,tc, do much well. Our real need may be to refocus on a

_ -fel/If-aAss the schools can do and do theni well:\

SPECIFIC ASSUMPTIONS FOR.PROJECT BLAST '
eN

..... ,
.. .

, .
,

',Need for Consensus, Commitment and Communication. Unani us-
staff enthusiasi for any project in asecbndaryschooi is
jprobably impossible to'achieve. HOwever," the involv6ent

- /of key people in the initial'clecision-omaking and needs assess-
./ ment processes along With car-ER.111y planifedrPR" to introduce

,the project May bring a-high enough level- of commitment for. . , ..a schokl to welcome the project. Indeed, levels. of commit -,`

involvement.
should be expected to vary, ,frpm'tolerance to total.

involvement. If the right incentiv are offered, it ;lay
be. possible to ask for a Minimal invo venrent, of' the to
staff in the initialneeds assessmen, before asking et ff
members formalloy to accept-the project idea., Recognizing
that continuing involvement will necessitate a minimum number
of enthusiastic-volunteers (perhapS no less than a quarter
of the staff,'' depending on the size),' those 'with direCt
responsibilities for the' project must Strive ; to keep 'lines.
-orcommuniclation open to all staff thrclughou the program:
POssibilitik are:. s

V: j .s.

i

, . i

1 1

}
1

1
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-"high-174st

-,centrpl location
adjacent, to thel*Ila

;

grams
in

4.

t.,
a

(

such as "enrichment aaysv.

roject,)preferably in or
ter or library.

carefully ip.anned,,introducto6-7-acttvities.

- perhaps every other week, hold on-going; io
in idea exchanges such as are described in mo

-key drop-'

,
- a regularTdacher Corps Project newsletter 'featuring

teacher -inter written contributions for distribution'
to school Agi members, interested centre/ a-a-Ministra-
tion and'support personnel, other school staffs,
collaborating .individuals and institutions other
Teacher Corps 6;ojects,:or even parents4

an extension of the newsletter. idea could be to publish'
stu4ent written articles about Specific -Classroom.
activities based on BLAST objectives.

4

Project Site Characteristics: Organization, Climate for
Change, and Feasibility...far-Total Staff Involvemept.

The project would be carried on in a single school site,
either luniorot senpr.high school, where departments
exist to one degree'O;r Anothei.. Most likely, students
would be ip School for a full d4. It may be possible to
implement this project at a school':which is at a required
moment of change. For example, as the Arlington Public
Schools are,planning to shift 9th grade to senior high in
the fall of l97, a ptogram.poc,basics and skills fetching
fight well be part of the reorganization of one junior or -%
senior high 'school. It would be wise to choose a schdol
with a stable staff and leadership which has already es=
tabltshed effective'ways of working together.

. .

Need for Flexibility. There itno one right way to handle
basic Skills. Each community, each'school, and'each class-

R+

e a-- room will vary. ,Interdisciplinary cooperation is one approach -r .
',...)i

,
t.

...-...
' to developing basic.skills which may focus the attention of

, , ''..)4

.. v
,,.c,

' 1. / /the whOle school ommunity on 'the needs'for.these skills. , -, .'.

1!....j--,- 7-7c, °

...' adross discipl 'aria career tines. ,... ... ;!..

t ,. ,

'',---.:__L__,-,-.4,...1_, Critical Natu-of the; apitial Sales Pitch. Components of
' the initial.Sales-pritch might include:

; .. 1 . tl)
,

).-:-.FC,1e.t ;identification of the Teacher C44s and its our-
i pdienitially to'small gralps and kty people and . 3'

1 .

f 1,----;uWmatelytto the entire staff. ,

lt , k ,

,,.
1 , r---,ff-----c. ' )

. 5 ,
4

.

4,,
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- Clear enunciation of project components add expectations.

,re Clear ,delinea,tion of roles and expected.comm tments

of various participants in the project. 6,

- Involvement of staff within the school in.a ne ds

assessment. Once these needsare identified, t e,staff
will have an initial incentive and commitment t -meet
them.

cp er
- Creation of an organizational structur .that

small staff groups to work on common problems:and to
share curriculum ideas. Such a structure would help
to avoid a "listening-to-the-experts" approach:and puld

directly, involve staff members in prohlemsolving a d
. decision-making.

'Involvement and Resources.

Students. One hundred percent (100%) of any'school
population can be involved in developing competencies
and growth in the four skills areas. This program is
not aimed at any one part of the student body; it'affirms

,

needed groOth for all students in theseareas, with per-
haps special programs fox the few ckp caanot meet the
minimum Atandards. .

',Curriculum. The whole curriculum can be involved; ,

basic skills are needed 4n all disciPlines and all. . - ,.
.

1

careers. Reading; Writing, .Comi)utation, and,Study,skills
!are the responsibility ofrthe shop,and scaance tsachers-: ,.. ?,,

. fl

as much as, they are of the English and math teachers.,

4

'*.Community.' Members ,of thecommunity should be involved %

4n the needs assessment and 'commitment process., Civic ,'

N and business organizationSshould havean opportunity r.:-.

,t9exp'ress their needs and concerns for basics' ed4ca- ; 7
ttiOn and a mechanism for offering assistance. Likewise,

"-,..q : . .1.,
paten should be a format to! exiixess theiron-,

.!.-; .'bekns,:,anctNat the e same.time, shOuld' be able to leatpr

, ot-the need-lOr'home support, commitment; and contribotio
.. ./

..): ,.. to project objectives and .programs. ,Foreinstance, ..,,
,.,

,.' parents ;may need to learn to exPact'and to encourag4

-'.'

. ,.....-
.......): Students io accept homework reSponsitAlities.

'

.
1 . ,` !

:.-4'. :-

Many cbmmuni4es that declining.)sehool age popula-

r.% tions,fiavean increasing inumber Sof 4axpayers'Who sea to

bonnectio,V46.the schools. Yetl,weaSsume
4.N rtested intZiest othe_wholla community for ,sCho8:1s:to

produce an infrmed eiectorate'and a skilled vork'fokce.N
Community interest in and re-commitMent to school pro-

,

grams might be incxeasedet*roughia Basics: Life and

Skills Teachingproject.



tsKrY ,
. y

entitations'of Higher Education. Most schools would
enefifrom IHE identifying the level of skills

at which each student is functioning, the level to which
they shoUld aspire, and selectionof materials, mini-
units, learning cente4, and_qthar curriculukiaids to
help each student reach his or her potential..

School Resources. The project would call upon the
unique resources0 the site involved: staff, student,
community, System support personnel, IHE, and par-
ticularly of the media center. Assuming a present
ability of staff members to handle their own subject
area, we would also asdume that most teachers could
benefit' froth either new ideas qn how to .enhance basic
skills in their particular classrooms or-new enthusiasm

. and' concern on'the part of the student boay4to improve
in these skill areas.

Definition of Project Goals,,,Content, and Objectives. Basics
can be defined in many wayd Involving the parents, the
business and civic, community, and the IHE in.goaf setting
in addition to looking at the curriculum across discipline,
lines should result in a uniqUe,definition fbr-ny. school
situation., At any rate, the intent is not to return to
"what was ". Instead, this question will be asked:, "Under
thegiven circumstanceaof1977, and in this community,
Tdhat basic Jjfe and learning skills are needed? How must'

/11

r,ptaff.learn to change?" -7\

Clearly; basic skills in any school also include skills in,
human relations'and communication-. That this-prbiect-Iwou 0

I addressIitself to the four,acAdeMIC.skii s in no way dents
the imp:4, ance of these human life skill

ortuni -and_Incentiles% It is assumed that most
teachers' have-time-tO_explore secondary interests'
as they t,,p,re 4ted to teaching assignments. However, we
assume many woo like an opportunity if the incentives were
right - time to4paiticipate, easy access to course ,on the _

school site, lack of finanEial burden through, sch larship'
funds, or official encouragement through special consideratione
for recertifiCation.

.

The "Idee"'Initiation-P otess. The proposed s Condary
Teacher Cprps model-beg ns with the assumptio thatthere
is a deciSiom within th Model orcandidate s hOol,;0., pro-
pose a toikal staff deve opment prOg am aimed/atteaChing

hasiq ski4s 'across discipliner lines. T

239
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What we Cannot -Assume is H9w a "Candidate' Schott Staff Ve4ivt",

or Originates the Ideas oriliipetus for a Passible Project,

As we have noted throUghbUt thisreport on staff development
in Arlington PdblicSclhoola,'thq4,ne4da assessment and decision-1"

making processes func wi an'intricate network of

system and school conitittees or oupa which' exist to. permit
or foster cbmmunity4t systemwide communication as well as

ichool-b4sed innovation, implementa on or cbntrbl of/change.
Troposals,for elective school -based c ange can come from a

citizens' advisoriy gip, a meeting o econdaryprin pri

. -

assistant principals, 44 secondary sub-group of.the4eachers'
Coupcil.on Instruction, from,the office of the superintendent,
from a professiponal organization, or fr.= a school-based,
school - initi'ate'd staff development or curriculum development

committee. Accordingly, any gro4 or individual particularly
"outy.elders" fro'a university, state.b.r,federal agency
who works with a single school sehif must recognize the im-
portance f this committee network and how and why it functions.,

V'
Need for a "Director" as well as rection (Goal).

Responsibility for directing the ritial school-based project
proposal and needs assessment phase could rest with a prin-

tipal, a librarian, a central administration-representative,
,a curriculum specialisti,,a volunteer citizen, a teacher, or

a school staff development committee. However, no matter

who is in the role of project proposal "director", the role

must be filled. Thus, ahy.pothetical Model must assume
;

,
.

the pr' proposal stages will be.supefyised;LcoIdinated,
and di ected by airespontible:dnitiator or iniiating team.
A recent experience in as attempt ta:establidha"school ,,,

within a schoslat a secondary sbhool-vividly ,demolstrates :
the need fortthis,assumption.

0 ,
. .
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PHASE I: PRE-PROPOSAL PLANNING GROUP,

Prim ry Needs AssesAment. 'Education is ,a contintking process

nand s of the total'humen being; It is not a single discipline
o ill unrelated to others. Instead, .education involves a'
wide range of knowledge and experience and encompasses arts,
Kience, humanitigs, and technical skills. A detbristrated
need exists'in a secondary school to address cross-disciplinary
possibilities, and thep school. faces mandated needs from'
state and local school boards to assess and enhance the four
basic skill areas,

The Opportunity. A Teacher Corps ow-site, school based pro-,
gram can help.proRide the needed'sUpport services,resourcesi
collaboratpn), incentives,_staff development acti- vities,
and fundin to help effect school change. Requitements for
participation include statement of need, commitment.to a pre-
service and inservice training program, community,collaboration
and total school staff participation. .

The Decision to Act. AftenOmaking a list of general and
specific assumptions similar tofthe ones listed in the pre- 9

face to this hypothetical model; s staff development
committee decides to, develOp a preliminary project propose).
designed to meet both.school needs and,dricerns-and Teacher
Corps requirements.'

6.4 -.

'The Preparation.;'

A leader obtain
I

to participate in

Space and time ar

,

unds for relade time` for teachers
.1.

, --,

planning. )
' ,

..,
I -, .

:- ,1

ng nts, are 'made'f or meetings. , .

f 4 Ais are made ndllgtented tar su
facil ties, andie ded'SgCreterial a
.services.

4

lies, use of
d other)support

- Roles and respons1bilities,within,the4roje&if6pOsal-
.'cniittee are established: Projett pireCtort ibe,
thOse responsible for research, sui es, cikmmurii

2 1, le
contacts, communication and coordinat on. z

s

- 4. 't t
4, Other staff members of the schbol are,g 41-1 'en oppOr-jot

'! tunityto jbin 6r offer suggestions fOr comfletee4. " .

,i.

,

.t

planning. j

The'bommittee
lines, allags

-The committee
assessment.

cy

takes a schedul for sets°dead='
lead, time for prOductionand, e alUation.

plans an agenda for planningaA', deeds

;011kN?,
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x \
1. Choose project bas r center.

2. ' Determine-struc'Eure r change.

3. Suggest roles.o'com nents.

- Administration
- Teachers
- Students
- Interns
- Institute 'of Higher E ueatio (IHE)
- Community

civic
, business

'parents

- Teacher Corps Project Staff
Profession organization
Central administration
Other

4. List supply and support consideration

,

5. Establish possible means and methiot oft
4.- budgeting

- communication
-:evaluation.

5. List anticipated problems.

6. Select project proposal carting team.

243
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THE PRELIMINARY PROPOSAL

a

)

BLAST: BASICS LIFE AND.SKILLS TEACHING is a proposed Teacher
Corps curriculum and staff development project Which aims to
increase a school's effectiveness in teaching the basic aca-
demic skills of reading, writing, study, and computation

---I&C.ZOSS disciplinary lines. A total school and community

effort is desired for the needs assessment, implementation,
and evaluation aspects of this propOsed undertaking. Pro-

jectiBLA,ST would have the media, center as its hese, the
Teacher'Cyrps as its support, and the school and community
resources as its source, strength, and means for positive.

educational change.
4

PROPOSEDSTRUCTURES FOR CHANGE
,

Guidelines for Planning

o Each structure or activitiy.within a project BLAST system
should be designed to create-and maintain accessible_
opportunities for each school and community component-U:1
participate at all=levels of the initiation, implementation,
and* incorporation stages of the"two-year pre - service /inservice

TeacheA, Corps training project.
s

In addition, --th structure should allow for each teacher or

intern who Is to be.affected by the piesence, process, and\

goals of the project/td-partidipate in the needs assessment,

materials and methOls develdgentjactivities, communication,,
decision making, and evaluation processes.

In considering Structures or activities as ,possibilities
for chinge,' participants in the project planning and decision-

. making' processes arecautioned to anticipate how each proposed
new structure or activity would affect existing practices of

groups or individuals currently engaged in similariprocesses
for staff or curriculum development and community or school =wide

communication. )

Try to visualize how new activities can become non-threatening
substitutes f'or, old activities and practiCes within the frame)

_work of the pregent school structure, community atmosphere, j'

. ";.,and governance.

:4 4 5
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Outline of Proposed Project Activities-and Structures

Project Base: The Media Center

II Initial Needs Assessment

A. Four and one Interdisciplinarq-Teamwork
,B. Released-time, total staff inservice day

fII Implementation
1/4

A. Testing and evaluation program
B. Enrichment days *

C. Buzz sessions

D. Buddy System
E. IHE skills and contenecourseWprk
F. Student skill and study centers

G. Intern program
H. . Secondary interest Sholarship Fund

.

IV. Advisory Committees

A. .Project proposal steering committee and writing
teams

B. Prolct School-Communicy'Advisory Council
C. "Student committee

O

V Communicatibns and_publibaiions

VI Other

4 A t

A
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PRO OED ACTIVITIES AND STRUCTURES-FOR CBANG
.

,

The Media Cener. A project BLAST will ed a central
location for a hese of opiratio4 .gAn at fn or -near the
media center seems 'to be the bede4ffrat choice., This space
'cari be,used for small group worag-a, learning and clerical
center, as a record keepiiig and'reSou0e 'center, ap a plgca,:l

for school staff, TeaCher Corps and ifittern interactions, arid'-,
as a school and 'community communicatioceRter.

...-,

'--4,A
A choice of the cmea-centee as a project base will also '

'4? enable4project p iciPant to take advantage of the.well-
este Ap4d expertise of i center personnelnin: ,z.-,,-

- 'CI
- a..,1 -.. kitiq,,

hogl-:Oide and cokmu ty communication and collaboration
osW % .,d16ciliae lines

,lb rov,t144 gj4IYariityof resources for skill development
aTIA,:app .batlon

- displaying, demonstrating*or distributing these
resour p.

The overall goal '1.f at project BLAST,, and of the media center
are somewhat the same. Consequedt15-, active media center par-
ticipation and expOsure throughout the life of the project
may increase the chances for successful incorporation of
.project goals in continuing school programs after project
funding.expires,

Four and One Teamwork. Much of the intitial needs asssment
should be conducted on-site by school staff personnel rather
than bytouqieldatS:-The prOject'dan-giVe total staff art,'
opportunity'to brainstdrm and work together in the initial
needs assessment process by forming interdisciplinary groups)
consisting of bur teachers and one intern: 4,Each teacher Or
intern can represent a different department. Theoretically,
eachFour and One group could represent a different combination
of subject areas or traditional disciplines.

.ar

Group objectives can be to analyze, assess, and list ways of
each of the basic 4.4

skills of reading, writing, and e
study are needed in each discipline or subject within the to

,-
school curriculum: -

y , - _/

,

2117
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The intended.outc me\of
to provide e',date fo d

centration in s
interdiscipli team

well as weakn
process can se
need and possi ilities
teaching of baiic

--s

these
1),

our and One team' Meetings is

fining ihe prdblems or areas for con- '

!oject planning and activities: The
can help to determine strengths a's

sses of current programs, and, the four and one
ve to demonstrate to teachers and interns

for an interdisciplinary approach
skills.

/-
The Xe4c:her Ckrps
providing':

- organiz

41 - secret
- opport

the,
to the

staff can assist the "Four and:One" groups

dotal serv,ilbes for space and time arrangements.
dittribeing services.

ities\jorfollow-up,7ollow-through or re-
i forcement acti'vities. For example, the project
staff could publish "re -cap" memos based on
our and one notes, or could sponsor informal

;Offees or parties immediately after Four one

Pne" meetings.

f

anners should include paid 9r released time fot
is in formal budget requests.

St'aff Ins.ervice Day,: The school-based needs assess-
nt can continue with a half or full day released,time ,

otal participation inservice day. The objectiv4S.for the4-
day,: which could be held on system-wide scheduled inservice-
'day, could be to compile,, compareetand assess the needs
assessment data from the Four and Che,,groups,

Activities, for this day ooulktake many forms. One suggeb-

tion'itb-pitan the day using 'a SYNCON'format., This
method, of 4rriving at group dkis,ion, an active tool pf
The World' Future,Sopi-ety,,is, bSse44bn the principles of

2 + 2 = 5, = the'whPle is greatek than its. parts. The
'activity in itself could,become a symbolic-representation
o,f,the value of reachng for meeting syneriistic ptoject
goals.

.

Respon bility for organizatpnai;,and support services to
plan the- ay's activities can be ggeu ecr by the.Teacher'/

Corps Wff, Strict attentiontshour be paid to the follow=
up'and folloWthrqugh p4nciples in erent 4 any effective

service planning: \
I :

c .

e
,

,.
c.....

i I

;A .
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Testing1Program: Needs Assessment and Evaluation. ,The Teacher,

-CorOt?rojeetzdtaff will' to devise, locate developor

comprehensive 'needs ass esem4nt and evaluation tools and pro-

grams,- to -identify student $ lls and needs and to monitor

student, progress. throughout he project. T should in-
volve teachers, administraroYs, state and s v- m adfisors,
IHE -and edutaional testing specialists in planning a two-
year p04m. The initial testing information tan be used
by interns and teachers to initiate specific curriculum
prOjects to strengthen basic skills or to develop 'materials
to meet identifieestudent_or group needs.

-For eicample suppcfs*,the tests reveal that most -student4

weak in writing "How to ', paragraphs' or des-

'cilkions. Teachers nd interns wofking within the; struc-

,

tures, of .four anC14-ojle groups, buddy pairs` buzz sessions,

IHE poursework, ar special project activities cArNpiOd,
at,set off gUidelimeg or suggested activities aimed at elping

students learn to recognize And apply_ the techniques
technical and descriptive writing. Part.of -this activity

might include- media center displays of "How ha s&
and 'articles on A. Variety of skills, intests; or subjt
areas. Interns: and teachers rould' field test the thateri=als.

in' vaft0Us classrooms throughout all disciRiOnes Carried

to its,extreme 0 the "How to., ... Skill AvelopmeAi'siexercise

could mean that. each` studpt-cOod. write - ,' q :6 '

paragKaph or essay in :eaci*Fand" every class tshop O
math, from home economics to biology, td gym. ' Aldo canted;
to its'-extreme, the skill; development- exercise could involve
having the °Teacher 'Corps project stiff ublish Orepresen
tative student,writtek "How to " writing sample ,fppop.

, each subject area in' a special liS'Ite of the Project Newspaper.:

From these published pr
need and benefit of *

ucts, the Students, and teachers ' ',

t alike could see eile the-ocess . Sub-

sequent, informal classroo testing- could be planned, to

-. assess how students. had improved their descriptive and-
0.

4

technical writing skills.
. - 4

An'additIonal formal student testing-mid-, project progiam
planned by the ,Teadher Corps 'staff in cooperation

. P
0ith. collaborators., This testing program could c ontinue
-the needs asseSsvent,ptocess and would help to monitor or
. evaluate student progress and achievement. rests could -
again>be used as a way f .determining specific Material
development and classroom activitlieS which could involve
totaLscho91 staff -

a,
V

,

ss'
°

They -test results b4h at the initiation and midpa44t. stages,

of project, be used alep.'hy the IHE collabprators;
too help aetermine:Opntent and objsp4Ves of Teache',Corps
spiolpore4. IHE toy9Cted tourSerriaor,ifiteilli and, teachers.,

,

' .

'1
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Plans should be.made to evaluate each step or acOxity 'of
the pre-sefyide and inservice training program. Efforts

.shodld be taken by the project staff 'to/insure that the -
chosen evaluation methods will'require.a minimum amount of
time-or energy from teachers, and interns, and_ at the same
time will'provide a maximum feedback opportunity to%offer'
to infltence additional project activities.

,

Finally, plans should be ma-de fot a Total Project Evaluation
ktfter the Teacher Corps project and funding is formally
withdrawn from the school struC'ure. All participants should,

have an oppolipnity to participate in this critical evalu
tion process. 'Results can be used by the schoOl staff for
future staff development and incorporation purposes and by
the Teacher Corps or IHEfor planning future projects at
other school and community sites. .K

;An-Interlude.
Just saying the basic Allis of reading,

.

writing', computation, study. hunlIn7relatiOns, and communica-
tions Can and should cross disciplinary lines, or that all
disciplines exist within each discipline is not enough.

Just saying thatthe school, business,f1HE, civic, Teacher,
Cotps,.and consumer-taxpaying community can and shot\ld be

,

. one big happy skill-developing and interdisciplinary family
is not enotigh., Instead, a BLAST propOsal group should design-

. specific structures, which will, enable each target, user or

-.7..

-contributor to see the value and applications 4of participating
activities designed to reach for overall project goals.

Althotigh listed separately, each of th iously mentioned
suggest 4d structures of the media ce 'er,'the Four and One
groups, ank.the testing program is inter - related with 'the
f011owinygesggested strUctures 9k-the buddy system, .

meA dae, IHEcotrsework;:i4iin Stograe, studyTand.akill

o
centers,'communication activities, buzZeessions,:and--
advisory committees. Project {proposal, planners should
recognize that changing one may reqtlire re-examining anothet

r4 4

r

The $uddy System.. A buddy systeth, initiated it the spring J

.6 the first, year of the project, would enable two or
,..qa leagues to work together to inctease,.muttli, uncle

of each other!.s disciplines and to,determi e
:basic skills and specific discipline principlsrpa (17'

ofLdW--<7-'apply to all subject areas. Interns,woula be a.)°Part

,buddy groups and would work with several sets .of buddies ---
gtrOughout their training period. Task objec ves of buddy::
gpups could be to: 4.
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- -examine ways basic skill
- plan cross- discipline pri)

Day activities. ,Ex14

- develop and produce Ith
cuqicuWaidesgas
for''EnriChmentD**
published in booklet
project'Staf'f.

r icIpatelp cross-observation and- exchanges to,
help id* ify and :develop an individuallieriotdary
fie

pr suggest other ways and activities small

4, .

sepaate disciplines.
ramsforjUse in Enrichment
lei. math in music.
more ccross- discipline

d one the programs presented

heSe materials could be
orm by the Teacher Cotps

Al

interdisciplinary grodps-clarr'contribUte toOver-
all project goals.

-- serve as a way ofcollecting previously develdped
classroom materials which wert,usedqo xeaeh
specific skills or units across, disciplinary lines.

College credit extra pay, released time or some.other) in-
centive or cOmpensation'should perhapa be given teachers
for the'buddy experience and contribution to the overall-
project.

Enrichment/Exploration Days. The project should have
several high visibility, total staff participation days-
or events to crystalize the combined needs,. pdtentials,
and concerns of students, teachers, media center personnel,
business,t civic, university or-vocational training re-

or other community cOriponents that are basic
consideration's' of prIx'lleacher Corps school-based project.

Accordingly, three adtiVity days can be planned "and scheduled
to-occurfrier the two\yearibnan c);_theRprOject. day,

can be (fesigned"to demonstrate to dents the need and 1:,-

velye(4 ovetall proje6X.goals,th need-for'Skills derelop-
,

me

'r

Irergco

can

ach evemefit, atd the;potential for self - awareness and

'`ion of interdisciplinary interactions.- Each day4,

on a particular. targeted-group and its needs
e overall framework4,,a Basics Life 'and Skill's,

...-., , .

Teachine ---Project. ' : -
. --.4: , .. ,

T )

Activi es conducted fostudents during the Enrichment
Days intake @any fdrOie ' disOiAys in the media center;.
cafetei4a, 4assrooms,"corridors or on the schOol grOunds:....
apeakers.'...fiiMs..:.m$Itilmediaass4ably productions ,

featurTng skitelipsI,41, or 'other BliAGTTOFF events.:... 1 '''''
panel-discussiO'shoUies for'parants:and the, community...

( ' /citiestiprt and aneWer se-04,19 ::testimenials from ormer,

.V,,i/
,

NtudentetestimohJalitromiommunity, business, areer,
.'

.--
.or universt ty

.

rebentatives....presentatiOns by interns,

14
,, ,=, ."--- k'y r . " . '

` \';'i*.:' tl,,

4c,

/ 4.0

1, 1
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teacHers; itHool or county administrate s and -curticulum
specialists At an rate, each day ca be t4e prdduct of
planning by;the various project components -to shbw and tell
how, why, arp'3 what basic and -life Skills are percilved to'

441,1),,e' important: by the presentors. Included in the planning
should be a ystem for students to choose which activities
they'would like .to participate in or attend. tI#

t.,. °

BLAST ENRICHMENT DAYill
. .,&

Theme: How the business Ad civic community perceives
the need, for Basic and Life Skills Teaching

,Presentation YWCA, ''churc'h 'gt-dive-,-,-9i0-23, : -, 1--
and Business representatives :.

... ___ / ,Collaboration:' Job Placement Center . -.....-k- -,.. ,;: .,

Career Center ,.;, ..4:_,, - ''''.:2'

Civic representatives
Elected government officials

e Local sports or entertainment groups
4 t Local "media personalitiest.

,Fall of first,,project year

Audience: Students
Community interests
Vocational interests
Practical interests

- t
,-

Organization: Teacher Corps Pioject. Staff , ,
yx

Cbamiunity Coordinator 1-7-7. 1- -.1-::
School Comtunity. Adyiy Committee-.Guidance Department ,- _

J4 -
.

Format:

Challenge:

/.. 1'(

/ ' "N

.
To,be chosen by Jresentor/organize-?s:-
Student sub-committee can be of help here
'in anticipating':what or what not will` he
well received bY mo,ststudehisf

-Create a way the total school can benefit
from various individual and group Aperiences.
Perhaps prepare a printed program for ithe
day's events..,..or assign a student- teacher
writing team to each'act'i'vity .publish
reports 'in a special i'isnelt5f,,,the Project
Newspaper....invite.t/ameras," tiaaps,. micro-
phones, and reporters° in for the day.

Follow-up: Send thapk -you's and copies of any pub-.

lished reports of the day'S activities' to
( 41 contributors.. -

252 \"4
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BLAST ENRICHMENT D Y #2

How teachers, intent,.
staff members perceive t
and Life Skills _Teaching
Lines

Presentation Buddy Teams (interns'and
and MediaCenter personnel.

Collaboration: Project staff members

nd

e

k

Other schodl
need for Basic'

Across Discipline

teachers)

Timing: Spring of first project year

-
Organizat=i-oh-:-,-,-, Teacher Corpb project staff:,

Program Development Coordinator
School Community Advisory Committee

To be chosen by presentors/orianizers
with advice frordstudent sub - committee

Suggested Metrics in Recipes,
Topics:-' Chemistry and Foods

Math andNutrftion A r
_Building Techniques and Life Styl..es\ . /..

Biology and Sports
Media and Psychology .,,,,,r.4

Foreigd-Lahguage add GaAs'
,

. W4ting.andlogic ,.. ,

):_, ;_ -.---F",_

Communicati8n: Publish studenwritten summaries of the'Ac
- ' content of eachactivity in Project :;1

'Newspaper.

, Perhaps the,media center coula,,pimact
/, follOw-up activities ancrAtsplays
'lc to concepts and contni'of:the

!,day1,0i.

V

1')

;

ir:;, ,,
gao .

A
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41LAST,ENRICHMENT DAY 413

How universities and. other institut/ons
ofhigher learning perceive the need for
Basic Skills and an Interdisciplinary
Approach to *ming"

Presentation
and

Collabordtran:

preparatibn:'

Audience:

Format:

IHE representatives
Farmer students,
Guidance Department
Standardized'Testing]Experts

Fall or early spring of second project yea)

qk
-Ohservationsteby IHE representhtiVes
IHE needs agUessment'activigies

,

Students ,

Academic interests
Advanced or specialized trainiig interests"

-

To be chpen by precentors /organizers

---Teaoher-C-orp?Proiect Stalli

University Coordi tor

Communications:

Follow-Up:

Ptiplish student written activity reports
in Project Newspaper. This issue should
be of special inarest.to parents.

4

Thank-you's to activity

r d

2 I

r

day participants
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Buzz Sessions. Regular, infotmal drop -In buzz sess on

foi interns: Teacher- Corps staff and school staffcan be
held in' the 1roject Center throughorit the life of -tai

project. These sessions can be used to increase ommu iCa-

tion among all Project participants and can sevelas an
infOmal way of exchanging ideas, concerns, and pdssi'l,

---gripes.-f-Rossibly,buzz sessions could be plannedto oincide
"with,teacher planning periods or could be held, in\the time
immediatelYatter.stUaenmare dismissed and teachers are \
still on official duty. Some school-faculties 'or s e ial
programs within secondary schools have had good luc ith

pre-school opening buzz sessions esPecially:if cof
andsdoughnutsarepromised to be, ready and waiting wh n
participants arrive.

Formal Coursework for College or Certification Credit
A 'Leacher Corps project, can provide the, structure and,

opportunity for formal as well as.informal pre-servic
inservice training programs. IHE oursework, an obvijou
example of a formal form of staff evelopment, can be
designed and implethented to meet e rging needs of teach rs
and interns actiyely working within he on-going prolect
activities as well as to meet degree r quirementsof an
THE sponsored intern program. In addition, courseworks
'opportunities through a special scholarship fund can be
provided for teachers to develop individual emerging
secondary or- interdisciplinary interests.

On-Site,Coursework (IHE) for Teachers and Interns

r

.Guidelines for-Planning
Experience shows that IHE coursework for a
school's staff development needs or requirements
is often most effective when offered on-site,..
at a time convenient for teacher Accordingly,

-a project proposal should take his observation
into account. Project proposa planners shoula
include provisions and means or the Teacher
Cerps project staff to arra e and fund some!
form of free, on-site, sch 1-related, IHE con-
ducted coursework for teachers and iriterns.

ExpeAence also shows;,t at coursework featuring .

lodal or "hands-on" ma rials development is
highly effective. Mos, teachers are active,
creative,-andenthusiastic learners when theit
cours6work -can be applied directly to immediate
classroom need or When they can receive recegni- .

tion through publication of their individuall,y

-prepared classroom materials.

*

A
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7 ? .

Finally,' courses uld not
r
be ,presented in a .

..

vacuum; rather,it should be based, need§
assessment information gatbered.from- e Fodt ands .

One groups, the Tes*ting-Prbgram,Advisory Committee
Structute, Enrichment Day)Feedbacki, and. the IRE . 1.:

'observations or capabilities.
f 7

i

1

4
--- ,

. 41/Recommendations
i ;

; ,-

Four credit introdlictory4coursesi each dealin with(
I .

1 one of `the basic` shills * related to contOt areasi
) can be over the ear period Fbr.ex-

.i. ; 1

f ,. amp-le4" R eacking__and ---til@...LIC9Pt ntikfek.A,V, JJ, J
', ;,...

,pdtation skills withinand across Discipline-I:Jibes"
_could be offered the first project year. .Tbe6,.

skills of writing and study could be explored the
second. year.

0

:

.

. < ;'-
If staff interest and commitment are high and
if adequate funding is available, each course
could be offered each semester. Theoretically,

,.

each teacher could then have a chance.to concen- .

trate on all four basic skills;
, .

Teacher, intern, or other school staff" developed ..... .:

units or classroom materials together- withconcise
summaries of the course contents could be pub- v

lished by the Teacher Corps projecilataff. These

00
materiala could be displayed in the media center
for total staff.revieworuse.

IHE Coursework for Interns
4 1 ,

1* Guidelines' for Planning, /' 7 '1 7 ."-5--
1

,

-;Th .

The same principles of, on -site, convenience,
materials.developmenti,relevance to needs assess-
ment, and direct application to direct orWasroom

' experience can apply to the intern calsrsework.'
4

More specific guidelinea'will need to be determined
by and with the cooperating .IHE in order_-to:meet
university and degree-requirements.

256
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Recommendations-
Courses conducted at the school fdr interns ld

be. designed to meet sOcific degree and ce ifica-
tion requirements of interns as well as t meet
immediate needs of the project.

Perhaps provisions can be made to-offer som or

all of these courses to classroom aides or to
volunteers working'within various school programs.
Providing this educalional opportunity for -

community aides, paraprofeSsionals, or volunteers
.would,ngt only increase Chances of improving over-
all community and staff cohesion and-expertise,
but could 'enable interns and *rticipating IHE
personnel to be exposed to-some practical and
community perspectives often lacking in.traditionalt-
formal coiirsework.

Secondary Interest or Interdisciplinary Scholarship Fund

A 7eacher,Corps project funded secondary interest or
interdisciplinary'scholarstilp fUnd could provide the-

.

incentive,C school staff members to take dditional
IHE co sewor away from the school site fields of
emerg ng:04c dart' interests or in inte isciplinary

; areas such as "Cybernetics", "Archite Lire", "Futurism",

. "Urban'Stud s", "Synergetics",. or " fe Applications '

of kagage ent,LeadershipTheoTy an Practice".

IHE Coursework for Key Project and-Staff- Personnel
'

-'.1)Art Of a projec't'proiOSai:O.Waing groupliobjeCtiVes
hshould be to. determine or suggest roles, goals,
Titurictions, and responsibilities of various project
_pa} ticipants as well as to determine or suggest
Structures for needs assessment procedures.

4-

Pour and One, Buddy, ,reacher- Intern IHE coursework
and other'structures are suggested as ways to help
project users participate in fhe needs assessment pro-
cess to achieve project goals in-qhe classroom. However,

the needs assessment process should also address how
goals are to be determiled and reached within the frame-
work of the total 1LAST project operation.

One way to achieve a total project process needS assess-
ment Nould be to offer free.IHE cond&cted,
credit-earing,management courses before the project
begins the first official school year. Students could
include keyadministratord, key staff members,'head
teachers, project staff members, the chairman of the
AdvisoryCommittee, the librarian, school professional
organization representatives, and other staff members..on
a first-come, space available basis.

204 .

s-.2 5 7



q

-4

:..In effect, the course could be designed to do for the
project system what other courses are intended todo' -

for the teacher and the classroom system Plan actions
on actual assessed needs, produce-hands-on materials
for immediate use,,provide the necessary theoretical
and inforbaiional base for decision-making, increase
total professionalism of the staff, and anticipate and
solve problems before they occur in future incorporating
school activities.

This IHE coursework could become a project planning tool'
for determintng specific, day-to-day project'procedures,
activities and coordination requirement's, and could also
serve as a means of preparing teachers and other staff

bers for future'partb4pAion in teacher poWer school -
based programs.

Also, the produced/materials as 'well as the course ex-'
perience could be used by the Teacher Corpsin:planning,
improving and ,implementing `projects at other ,school sites.

II CJII

NOTE: Any specific proposal for any IHE coursework
must meet the approval of professional or-
ganizations, the school board, 'state certifica-
tion departments, and the appropriate ad-.
ministrative,authorities. The Central
Administration Staff Development Center can,
be of assistance in helping project personnel
with this procedure.

411

Intern Program. Although_ an intern prograM cad permeate
the entire prOject.and'school Structure, intern activities
,should be under the dire t supervision of a project univer-
sity coordinator:- The -n mber of interns participating in
tilatp program will depend upon the size of the school and the
level of funding.. A ratio of one intern to every ten,
teachers is suggested. Intern candidates would most-likely
be university recommended tudents enrolled in current IHE
programa.... The Advisory Co ittee, the 'principal, or similar
authority combinations coul make final approval of sub-
mitted candidates.

As noted, structures involvin intern participation in total
project programs 'could inglude

1-
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- Four and One groups

- Buddy groups

- Buzz sessions

- Total staff inservie days.

OS

coursework c/

- Enrichment Day activities
,4

dditional intern-centered activities could include depart-
mental training on both a rotating and specialized basis,
planned obs s and Study and,Skills Development
Centers. 1111

rTh

mental Trainin

.1%

In keeping with theintexdisciplinary concept Of-BLAST,
interns could receive their.supervised teaching and
field testing experience in a wide range of d artments.

For instance, each intun could have the oppp iunity .

to wo in as many as six different departments during:
the first year and a half of the program. Serve
with each department could include observations,
, tk

,
reupervised teaching, materials development, field

.

testing,oand departmental' or othercotte experience..mmie
..

During.the last two quarters of the second projecE-year
interns could choose their primary field of.interestand
work with.a department, of their choice to culminate their
project field testing and supervised teaching experience.

.. - e,

. Included in the planning could be provisions tO4.
,.

.

- enable interns to have a departmental vote,
- ProvIde compensation to` supervising teachers4'

, 9
- insure that department' personnel would be 0,

commit ed to intern needs. h. .1

.. '4
.--. .

.. . 0
. .

Observation, 8
O

0 ,

Opportunities should belplanned an cheduled for interns,:
to obserV7e classroom activities th ughgut.thp;tOtel! .

\ curriculum.° The project.staff can assist by making ,,,

.

the necessary 'arrangements and'can cooperate viith IHE ,

Igrof4sors to determine ways these observ4tiOdevOuld
be used for pre-service Veinidg purposps! 1 '

; . , 0

.
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Study and Skills DeVelopment,Centers-

,

Interns could dev elop their one -to -one or sinalrgfoup' .

teaching techniques by participating in a Study-apd
Skills Development Center located in or near the media
,center. This t4i5\part program could include:

/ ,

Seventh How programs fof sm all groups of learners
needing help in aolparticular-basic skill,

Skill Study Center prog&ms to itve tone-to-one `
help' to studenls needing individual attention':

This structure could enable interns who have recent
bi-lingual or special.educatiqn expertise and ,training

.to contribute to school-wide efforts to meet needs -of
ESOL or mainstreamed students. '

Communications. Existing and proposed struct /es and-
channels for communications must be considered/by the pro-
posed planning group in order to help insure innovative
.project success. Different areas to examii3 could include:

In-school, in-project proposed strucvres and channels

- Buzz sessions
- Enrichment Days
- Buddy Materials Booklet
- Use of media center space and talents,for audio-

visual project communication purposes -
displays - exhibtS -'Posters - after or-
before school large group meetings.

N See hibrarylMedia Center Packet A.6

- Project Newspaper

Intended audience: Any or,all of the following:'
studentS, parents, total
school and project staff,
Ore National Teacher Cospso

4
other Teacher Cps projects,

r' other school staffs within
the system, central adminis-
tration,-total.school community,
and collaborators.

Publisher:

. 1 o ,

.)

Teacher Corts Project staff
in possibleco.4llaIrretion

with ,English and Business
',Departments; '

.

26O
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Writers:.

r
Format:

1.

Lk

0 1

Students, IN.s115eTea chers,

Project Staff persOnAel,
administrators, guest
writers. 40

110

The newspaper could, contain
-reports oS content as well
as proceSs-ek project.
activities.

for example, articles on
"Hot./ to improve your

wviting",,or "How to use
unit pricing' or; "Readin

betWeen the Lines and
Words in Advertisin

nding .--
o0DeterMine needed secr

. , eqUipment, and supply

--0

)-- requirements. ,
- ,

- -other TrojectlOMMUnication needs
- ,

u
os/announcements
inders

1

arial,

Pla n,ng sheets
, . ,

,
,FoliOurup.activities, 'formal and informal

i

Posed , r- .0, . 1 ..

C.. . Mulf1=Linjual notices, explanationS
Regular staff meetings ..,

Sr Routing Procedures

Existing Forms of School-and Community Communications I.J
.

.

.- IIP

TO help achieve school-project unity and to tncrease

overall, project efficiency and exposure, proposes.
planners could eiamillb.or explore ways to use existi

`AA . forms of school. and community_cOmmunicatiOns. Pl° ners

could also thinit'-of ways to offer ampport.tom...going,',

f'
46 iiiscingorganiiatons, programs, d individual efforts.

For Instance, a regular-feature of the olect newspaper

could be ggchool-community calendar-listing a schedule''
,of all-sschool-based'activities'for the doming-mofith.-

4 This calendar could also be used as a planning-tool
' ,-*..foi coordinating,va ous.profect and other school

activities. Areas t
,

examine for cooperative communica-

. tion could include: JJJ ), r
,

.-

7------_s - va

0

0

s

. r
1-
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'

Existing communication formats and channels within
the school
6,

publications
organizations andprograms
individuals

.

A 7

- .Existing communication formats and channels within
the school'community

publications
prganizations and programs
individuals

*

- ENAsting communication formats and channg.ls within
the total community

Immediate, critical need to plan for specific communica-
tions relating to project proposal process,,,

Communication-plans for both sending but ana receiving
tac t information during the critical project planning,.
proposal presentation-revision-acceptance-commitment
stages of'initiation must be made. Suggested activities
fclud:

- ,Short announcements an reports sent to ayariety
of existing newsletters within school and,' 001

community.

- Open invitations to attend proposal planning
meetings. (

- Preliminary ,question and antWer sessions:.

- Follow-up/evaluation communicationS

- Surveys

,10.11/4

- -Plan to communicate with probable dissenters along .

,with probable .supporters. - u s-,___

.
%

Anticipated Problems.

. Project Decay. Innovative federal projetts often have
_ .

a history of being changed by the schc91, rither than changing
the school Quite. ofteri enthusiasi fslhard to' sustain end

the project may stray from its task. "The prOpoeal steering.
group and Writing team can analyze tbe'proposal tkdiscover
ways .,to,ayoid tlas problei. Vie,proposal may make\a statement

- ,.. conberning ther.philosopliy of chafige and may note thatflex-
,44- inili;ty, adaptability, ane.compromiseare often posfeive
1117 and pgdtical ways of;achieving overall goals and ehat change

--1.4
.

:J.'s 'iii-be expected at each ttage of the project. I

.
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I

Communitat ons i eTh e may tendency to pay lip,

service to some of the p ncdples of consensus, communica-
tiOn, and coliab ratio h. aviary effOri*should be made toI., 6

continus..thesim Is:.by,rlecessary formsof communication
needed to continu as well as, initiate the:proiect.

Overlap. In:any school-Teacher Corps project situation,
there are many areas where systems authority, reeponsibilityt-,
demands for timeaterialsi andsPace,,and overall goaid
may clash or oveklap.., The proposal steering committee to-
gether cith those'accepting or rejecting the. proposal should
try to identify possible areas of conflict or overlap and

0 suggest ways these problems can be reduced to a thipalmum.

Threats to Sense of Turf or Identity. Eyery'effort
should be made to)retain as much, of the cur/ent school
structure as possible, to enable teachers and staff members
to enjoy_the privacy of their classrooms, departments, and
offices. The project in no way shou/d,be seen as a threat
to the departmental structures or to-individual 'teacher
oradministrative.turf. Instead, the project proposal-
shoukd offer'acgvities which can augment rather than
eliminate established practice. 'POr-dOetance, if faculty
meetings are held monthly-, one or two of these = not all
can be devoted ,tio. Teacher CerPs,purposes. If departmental
meetings are held weekly, only ane time slot a.mo th could'
be reserved for Teacher Corps actrnitief:the guidance
department eponiOrs a yearly Cares Day foqst nts,°

compromise concerning the Coimuni y Enrichmentuty may
be in order. r

ti I

Supplies, Materials, EqApment,, Support Services. Every.

effort should hemede to anticipate the supply, material,'
equipmentand Ovort sefvices'needs of the project and., to
limke.adequate provisions for these needs in the fUndlig
requests. "Projrct personnel should'not.haxe to loCk for
their own desks, paper clips, typewriters,. and secretarial

, help when they .arrive to begin their work. Perhaps school
personnel presettltly working as secretaries or custodians
can help .to' advise the Steering Committees of speciilt support
and supply considerations which'Will help the projeceto

, * get off to a smooth'start. ..

.,
*, .\ ,....

14 ..,

. OrientatiOn. T e Presence of a Teacher Cdrps project

W.w. can men the need ,6:.assimilete-anYwhere 10.to
,
20

,,hewcors4Ao schoof'routipee and sod
, Nz._ -

s. Every effoirt-

14kshoUl,,d'headeto 'these newcomers, ww ,as the -7'
--,-..,,,,

uj.,Altsartd ai esth will recruit T'.440 c '5fortibl

;1
aillisigIctra Sta and procedures should belex lamed

-;:beote er,"thpy are Ciefiefion bo i-
scoul4; P ere fOr-igie"-new'staf nib Fs !and.thef,

..i.. ,

r4.04.ity iet-acquainted, co en --r-:31,arties

' '''''''--; r.,,;;,

) ,47...'..6---- ,! IL._ \ ; , ,

_____, ---r4r,tyf i'A

-I 6- `,1;4.!.0\
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perhaps bore school officially begins, could be.heid to
heli both staffs get to know one another. Inpany cases,
the same procedurei used to welcome a new teacher could 4

appf,,Y to Teacher Corps orientation activities. See

Modules 1 - § . Perhapsthe first issue of a Pro -
ject newspaper could have a "Who's'Who" theme rather than
a "What's What" approach. The project's luientation con-
ttibution could be to write short-features or introductions
about eieh of the staff members and interns as well as key
participating regular staff members, perhaps with &slant
towards individual interdisciplinary and basic skills
interests and talents.

v7

The Substitute Syndrome. Experience shows that despite
offers of released time, on=:stte activities, and-additional

* ,compensations, many teachers ,e4theerefbse. or are reluctant
to leave their daily classes in order to participate in
staff development or professional activities. The reason
given for this is most often they do not want to leave their
classes in care of an'unfaMiliar substitute, or that they
will loge precious teaching time in the c4ssroom. One

way.to avoid this substitute syndrome might be a coftssioue
attempt to train and utilize the intern component of the
project ic help alleviatethis real and sincere,teacher
concern? Perhaps, then, teachers(could participate in on-
site, regular school day professional and staff development
activities Within an atmosphere-of security and enthusiasm.

Incentives for Participation

Individual leacher-Staff Mimber Participation

- On-site coursework and staff development activities .

- Free IRE courses

.

- Compensation for intern supervision or summer
activities

- Stfiolarship Funds

- Credit kor the, Buddy group experience

- Flexible granting of credit for coursework
(one hour courses, week -end courses, credit for a

set number of volunteer7activities)

- Eeleased time during school day for project stiff

$
development activities

(X-
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/
School_Participatia-'

4

Additional materials/supplies/equipment

Budget ,relief

Atia.n.a4ted vstruction opportunity,. expcially
.0-1,`"Zo r Mainkreamed.atudents ,

t'taff .
.

...- liped,s.`aaSessment-/ ifaluation ,opportunity' (Testing
".Program) .- ,:/,' , ).". : -N- ..

.;.. , -,si -,', 1

t --(...., : « .

otal,staff,dovelopnient/professibnal update oppor.'.':-,.;tunity :, , ,

- TOtal curriculum development opportunity
-..-

.:,.-
-.71, Total, .

-- Total educational opportunity fcii:13tudetft
, , , r ! , ,- , , ' ,,,,,,4,,,,,.,-..:-.7`,.:,_,,' , r ,

schoof/cominunity public rela'pibna o.i)po/ttunity-
3 L a i .

Other

Although achievement and enthusiast
at.titudesScre hoped for, the pros
most likely have to speak for its

.,,;*041*

2g44
.

additional, professional, personaI,in:1°0-iPlrZfuVe:,-

CO,

-.and human incentivesfor particigation:

S

,

A

..
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PHASE SCHOOL/COMMUNIY SUERING COMMITTEE_

ExpfinatiOn, The SchoolgCommunity.Steering Committee,
;

.a pre - 'requisite of any Teacher -Corps prefject.,).S. formed'

to reflect and represent the interests'of teachers, student
administrators, community groups, ta*uyers, Parent groups,
IHE components, and the local professibnal organization.

s .,.

The objectives of this group willAei

,
- to establish' goalsd4efinit-ionsi, roles, lines of

communication, programs 'and OpliCies,of the proposed
Interdisciplinary Teacher bor0o.Project.,

- to oversee the preliminiry decision-making process.

- to submit the written proposal package to the school
staff and community for consideration, acceptance,.
and commitment. ,

-, to...Oversee the application and Teacher Corps Project,

,acceptance process.

he actual writing of the proposal can be accomplished by
designated representatiVe,or writing team. As in the

case of the pre-planning'stages, this'group should have
, clearlS7 defined leadership roles and' responsibilities

,within the committee: Once the project is accepted,, the

Steering Committee is dissolved. However, some members .

10.ay continue on the School/COmmunity,Advisory, Council f'
spry *struc tyre. within

- '. 7

"
an additional required end nec
all`. Teacher Corps projects.

The pre-proposal planning gro can assume'several func-
tions to assist the Steering o ittee:

c

- Select aommAttee members through open invitations,,
s,

contact, with leadership of various components, or
recommendations of, the.principal or interested staff
members.

- Make necessary, arrangements for funding, meeting times
and spaceseereta ial setits*, equipment, and supplies.

. The specific sc dules for meetings or other-Steering
committee ac ities can be arranged by the'committee
'after-it b omes an entity. Members should have some
ide4 61 e specific amount of tiir and commitment
.,involve before not ftet they accept the responsibility.

,
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,

-- 2,- ,
,

Prepare members'-for participation in Steering
Committee -aaivities.., Furnish, each member with clear

I,oeysuled information, to help create an informed project.
'''Planning and decision4-making .pro.cess.'

;
4 , .

t .--.., a. Demdtrepkiq'Aescription of school/community
.) "` in -relit:,tyn-Ship, to total school 'system. and

oommurdtk". (number" of students,. staff members,A,..'''. . ..,
households; ett.4":... .... .Y4"-A,

-,
;\ , : Explanation of' organization struct e,and

-.goverrianCe of the school. .
"1,,.` c,, Brief de6cription,s tivities

and programs such: as' ESRL,'Career Days,
College Days, Human Relations CatamitteeS,
Faculty and Departmental: ConimIttees,'
Student Government,`13TA,,. Staff or Curriculum
Development Committee's or other .standing
Vertical or Horizontal Committee groups-
within the school.

_,

d. List of mandat6rd needs. and. objective ;

currently requiring school -wide participa-
tion.

e. Summary of Annual School Plan

f. A. copy of general and specific'assumptions,
subject to revis"lon.

A, copy of re-proposal planning gto-up report
an&suggestions, subjeqt ,to::reviSion:

h. Basic principles or. aspects--:,of -staff develop-
menti programs (Content, Comii1tment, Consensus,
Collaboration; Communicatic'CoOrdinntion,
Compromise, Convenience,iCOmpensation,:-.ConcerAlf.

i. A list of management functions and responsibili-
ties to consider- in selecting project proposal
activities ancFprogram's: Planning, Organizing,

.. Directing, Staffing, Coordinating, Communication,
Reporting, and Budgeting. ,Encourage planners
to think of ,k etro meet stated or percea
individual or group goals, as. well a,s. the over-
all, stated interdisciplinary -and basic skills
achievement goals t'f the total project, when
proposing .or examining specific activities
and structures within the project plan.

I
g.

=4

A

ig
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4

W.S

- Provide additional resources

. i,,:.-
4

1 -
,

4

,.'

for Steering Committee use:

a. A,lisnAlf school or school system personnel,'
who haiie comprehensive knowledge of Teacher,
'Corps or ?ther federal funding requirements
and V),roper pr osal and application_pro-

6edura.4..-:

b. A list of specific' uidelines-or
used by thOeacheryCorps in selecting pro-
ject demonstration sites."`- Example: "Five

Training Frameworks.

- Compile a list of' suggested specific tasks for the,

Steering Committee'slIse. As, -most of the Steering

Committee memberS*411 be volunteers they will have
a,limited amount of .414e to cOmmit. A task list
helps to distribute committevrespoilsibilities and
define specific tasks for which members cangeasily
volunteer. Such a would, be used according to
the committee's needs-And wishes and could be used
as a guide, not a directive.

4

a. Steering Cojaml.ttee Scribe.

(minutes and reminders qf'meetings)

b. Define roles ,of cgisponents..

it
c. Prepare a schedule of pro ect

d. List definitions for ter s used in project
proposal and by,Teacher Co s

e. Identify and wake a list of po ible over-

lap areas; after possible solutions.'

f. :Participate inrpreSe ting pr t proposal
plans to small or larg oups within the.,
khool-and cottunity before official pre.-

Santation.

g. Write job descriptions."
0-

I
,

, , .

h-
.(-

Analyze the protect Proposal in terms of .3

Teacher Corps criteria for application approval.

i. Make fugding or budget estimates.

"3.
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J Hp leering 'Committee Membership
1- '` :

{:r:*.Teach er : Director of Proposal Planqing Staff

a ki*
Student:

-

Parent:

Staff:

Community:

Teadhdr:

THE:

A

4

Development Group

Student government leader intcharge
of student activities

PTA:representative in charge of PTA
publicity

Media center representative

American Association of University'
Women, Local Branchmemberi Chair-
man in charge of topic-implementation
for 1977-70 topic: "Redefining the_ ,

. Goals of Education"

Member of Social Studies Department,
who also has a physical education.
class and who has recent substitute
teachingexperience

Representative from-Consortium for
Continuing Higher Educatio' in the
Region.

Administration:, Assistant Principal in cfiarge of
program andLcli,rriculu deVlopinent

R othetical Decision-Makin yt Committee
Directed

In-Committee

Core Steering CoMmittadMelliber.sm ttudy pre-
paration information, review 'prei-pro _sal planning
group report, offer'suggestions; alte 'gives,

discuas.problems 'and possibilities; va unteer
pnd accept,spealfit steeling committee

The writing temn4repares atipropOsal draft based
6n.committee consensus and
vilLuared task reports.

,

)

)

Place copies of proposal'draft in media center,
teachers' lounge and, nearest public library.

26.9
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Pre-Draft Stage

The Steering Committees initiates the decision-making

'
process before, not after,gle draft proposal is comp etq

.
,7

. .
- Sends regular, short notices stating purpose, t e,

and place of meetings to faculty bulletins, PTA and
other communitnewsletOrs, public. libraries, Local
papers or for listing ili published community nd

school calenda6:

Provides open opportunities for all possib y affected
individual to observe afid contribute to teerin

Committee/Activities and to receive info aton bout
the prpleet proposal.

1
..-.-.-71-/,!,/- ---- 1,, Maintains a flexible attitude. Suggests..,N4nd includes

.,7-

-,feasible alternatives in proposal draft, based on

.11,011411111.M.R.1110

.

own or others' volunteered experiences.

Draft Stage

The writing team drafts e:pr inary proposal and

includes speCific writing, s nd contributions
liom various,Steering Committee m ,lbers. For eXample

tne member has outlined.roles of participants, anothe
has Suggested a two year Schedule for implementation.

Writers select plain language and a style or organiz/a-
tion suitable for whole rather than one component's/
reading 'arid understanding,. They resist the urge to

assert or assume. The format idtludes ample white
space for easy reading and for readers to react' in

Writing to specific activities,' statements or

implied' concepts.
.

. .

.

The Steering Committee aecides to include a reading Y-

reaction sheet-to go with each copy in order to give
the reader an Immediate and easy opportunity,to respond:-

Enough copies
I

are made for use in the critical sales
.

. .1

pitch/consumer-participant stage of the pie-proposal

decisiqn-making process. -/-

They distribute "a few copies to public-1,4.brry, media
center, teachers; lounge and save'thereit for the
pre-proposal decision-making process.

270
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Plan, for the Decision - Makin Process

The Steering ComMittee designs an orderly, but open -

structure to7.4.nvcilve"all perceived components in the
pr posed planned educational change. They decide to
hold a series'of invitational Bounce/Off-Bounce 71iack
questionqand answer sessions with various key indiVi-
duals an*rdepa,rtments within the school, community
and broad school system.

The committee sets ,a date for an open Bounce to be
held for parents and interested community members after,
"the,small group meetings are held.

The Steering groups decide to take care to insure that
the project proposal will not be perceived as being
a pet.projectof one individual or special interest
group. Members agree to share-presentation and
moderating responsibilitips and determine who will
be in charge of each BounCe.

Steering Committee members. suggast and list key
individuals within the school'community and,from-
elle total community and.school!,sylem to involve in
the formal pre-proposal decision-making process:

- Individuals with key leadership/responsibility/
accountability positions, within the school
and possibly,the school system.

4
- User/Target/Participant representatives.

Committee sends invitations to key personnel and
representatives to at end a Bounce Session and asks

, for indivi4a1 coope ation, opinion, and reaction to
the proposed projec and its concepts. A one page
abstract.of the proposal is attached to the invAtation.

Steering Committee m bet& "sjaare- responsibilities and;

makektollow-up phone t lls or visits do edule
Bounce participantsan to answer initial questions.

!='g4t11"- heduled participi*receives a copy of the
,profesal and is invited-ió comment in .writing'
'the `copy. .

218



Hypothetical School-Community and Teacher Corps Staff Roles

al.
School Principal ..

, z

Arrange or approve necessary secretarial,-fdhd-iiii-and
support services for pre- proposal planning.

Help form and assist the Steering Committee.

Help'make and guide the initial Sales Pitch.

Assist in the hiring process.

i\NNN Qversee necessary arrangements to establish Project
Center.

,,).'

4

, .

Help 'COrps Project Director and staff anticipate
and solve overlap problems.

(

Participate in orientation activities.

Help schoal'administratiVe and support staff) members
deteImine areas where school coordinating, monitoring,
and assistance service will be needed. Delegate
responsibilities and suthority.

Serve as a member osf,the School Community Advisory
Council

a .01

P
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I.

c*:

:

to

b

School Community Steering Committee

:Tan and write -project proposal. -)4 C.

Determine tentative time line.

Determine tentative project staff-rolek

Define terms, design-a;structure for-Orojbct
Offentation. e 9

v

Assist in obtaining parental, community and student
understanding and support for proposed proje&t, and
goals.

r 1 .

40.

0

4 I

,
Assist consensus/commitmA ent process.

Help select and-form Advisory School Community Council.'

Central Administration

,Provide advisory services and resources.

Furnish necessary foims and .guidelines for obtaining
Federal Funding Assistance.

Assist in formal Project ,Proposal

Assist in analyzing Project' Proposal for funding ,

approval requirements and criteria. ,ii A

Assist'in obtaining necessary School Board, professional
'organization, and State governance approvals.

Assist AI writing proposed budget.

Perform faring and other,pgrsonnel services.

273 tie
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*0°,')

4chool Commdti.ty Advisory Council
;

a.
Sept project in motion.'

-
-s

.#

. \
se Recommend and hire.prOlecttirector with approvAl

of school principal. ' 7
, , to

.
.;

.,

Participate in.planning, coordinating,,And conducting
School,,and Project Oefentation activities. s, .

/

Continue tp advise, assist, and4Moderau_pkojeCt
activities throughout the life of the project.."

Participate,in project evitlation,,processes fyom

beginning to ,end -A,

, -

Serve as a link between school, project staff, and'
the community,

Make recommendations for incorporating project activities

and goals.

4 .

/0
TheMidia Center'

/

;'rovide space for Project base or center.

.. .

Shate and contribute media center resources, talents,
and expertise for teachers, interns', and students
in earryingAlt project activities and goals:,

Plan media center sponsored activities to reinforce.
or augment project participants' activities.and
accomplishments.

V

\,

s;'
Make long-range plans for continuing interdisciplinary
and basic skills development activities after projAct ends.

School and Community Organizat'ion's

Reinforce Teacher C rps project activities, in
organizational news etters.

Assist in vbtainin volunteers for specific project needs.

Encourage members to participate in_Entichment bay
activities.

,;

u use
,

.x,,

c Enco rae organizational leadership to se the Teacher

'Corps Project at ff as a resource in conducting on '

goipg organizatilo 1 activities and programs. .

'

Plan and conduct volunteered speciai.actiirities,and
.,', programs designecipto help individuals.Ehroughout the

:.-community to increase'their basic reading, writing study
'sty" and computation skills as well as to-widen.individual,

,.-
ho tons. - 221
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K."

'ZSdhool S ecretarial Staff

Antpate prabedoproblems-and try to solve
them:before they .

4'. J's
Inform,pboject.secretary nci-Otberdecafim4bet4,--af,

standard personnel, supply, repOrting, and' equipmegtti
-"ar

.use procedures.

Conduct on- the -job 4 "Ining activities and demonstra-

tions for new perso

Provide staff Membetta'WIth necessary account numbers
directories and appr\information for use in
in-school, comM'Unilsy or school system commvnicatitib.s.

1

tlilfbrmallTdaring the orientation process.

4%,

gachersi
1 A

s)

Or ,or aCcept-initial overall needs assebsieAt
ant ass iptione1 foimed dUring pre-proposal-activity.

_.i.

Participate in project planning,during pre - proposal
and sales pitcb. aecisianmaking prpcespes. . ..._ . v...

.ACept or reject project proposal.
0.

\

'Express, define, and r mise level of commitment
at project Initiation se.

',1.. -,'
'r .

Paftictekte in Four and Pile needs as essMent.

,
1

PartAcipite in .total staff inservice,dayg.

.

ParticIpate in Buddy group activities.

'-' ,,..

Develop t specific clesproom materials and teaching aides.

Asaist*sraihing '

7/ , `'..1

.Partfclipate in'on -site THE coursewovk.

I

RaceiVe'tholarship assis atre,for interdisciplinary ,,

-or secondary interest co seWOik.,

Participate in evaluatibn
.

procedges.:',r

.!z''. Continue to have opportunity tol'patticipate,in

;'i-

planning of reqUeiting.spealfic prolict%ctivit es.
.,; '
,..

,

Cooperate in,involving.stuaents ii4i'..pr43ec,tinewspaper

of ether project activities. it.

11,.
0

.4'
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Interns

Work on initiaL skills needs assessment with Four
and One.gro4cs.

.

Participate in total staff inservice days.

Participate inoseveral Buddy groups to develop Enrich-
ment-ilay progrgm and to devel curriculum materials.

Rotate among six departments during first.Sixquarters.

'Receive specialized training in selected department
during last two quarters of the second project year.

. /v

Take IHEcourseWork on site with staff members.

Take university courses designed for interns by the IHE..

Run study centers with aides.

Assist in testing and avaluatip plans and programs.

Field test curriculum materials.
.

.

Plan and execute individual and small,groap skills
teaching activities.

.44

Have an active voice in departmental planning activities.
II

Assist regular teaching staff by serving as.responsible
and'conEributilg substitutes.

PanticiPate-ini Buzz sessions with p ojecti staff members.

stitution of Hi

-Ass st in planning during proposal writi
dec ion-making procdps.

her-Education IHE)

Plan nd conduct an intern training prog
tion with Project Staff with administra

Help plan overall project testing and e

Plan and conduct intern training progra

4----=-7 Participate in assessiy staff perceive
.4-147: --and Onegroups. ,

-.1!, ,11' ;

-,
,

Offer-41exitie credits far weekend con
group experientee,

1 %), .1,,,v,, .

Conduct on -sit

*

g and initial

m in COop a-
ve approval.

s'

aluation irogrdm.

4

s and courses.
-1;;-- -

N.7e4'.eVA
nteag-from-Rour/',

es and Buddy ,

ursewOrk kor .interns, aidesaftd teachers
in each of the bas \c skills as relatedgto content areas.

Observe classrooms and assess skills in Nparation for
Enrichment University activity day.
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Teacher7;64 S- Pole Director

Estab1Lh structures or syStems for record-keeping,
,Teacher Cops or school reporting requirements, in- ''
staff communications and'decision-making procedures,_
_coordination activities,-admil4stration_and funding
procedures, and delegation of 9,thority or responsibility.

.

- 0,'1

___J.Demottittrate an ability to igork in comp44ble_and coop-
erativefashion with the school administration and-staff

bars.

\

..;,
'Meet .pliiftifications reqiired by the Teacher Corps.

4P'
.,,

Meet qualifications listed it formal_projecg.prpposal.
.

.

Work with the principal to avoid project and school
overlap areas. .:

Difect,superi.rise, coordinate day-to-day project
activities as we11 as long-range activity plans.

Provide cohtinuing opportuniWtor Communication
with 'staff members, interns,___THEaffitial-S, administra-

tibn,-7parents.and members-of-thi:COttdqty..,

_

Wo'rk ith the Advisory School Community Counci,l'at*!-pro-,-
vide embers with an opportunity. for active= participation.

Partici ate in_the'selection of p d_ interns.

1

Teacher Corps Community Coordinator
X'-
4$

.
,

Serve as liaison between school and commuhit
-x

3A,,'.;/,!--y .Enlist help from memberi of the bus inesS,ciViC,And
-,-,7 -.,vplupteer organizations within the community.

I. ., ..,,.,
'q-SeVNcirticles.

, l, i , T -, . -I ' 1.) , ; s;-,. 1 - -- iii,,,I.........1
, ,, r , -- t

' Chord ate and other' volunteer activities. -.

\ -0..7.: .... ,g -

Supervise the planning of communication and other -project
, public relations activities and requiredents.

I -

.. 1 -

' 's .- ,Participate in'raining oCcoimuniti volunteers, interns: A2-1!
,

1-,

,i

"....'-

....?

.

'D ic t. ate
- , -. -. .

.. .,,

np plSnning for Enrichment Day #1.
..,

. -Work closely with Guidarce Department.
. t

.,, c
''

-,

-1, .o.,
"' Help tp'supervise or coordinate studenittivities

7.
7_related to%projec - . - ,

224
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Pi

I

.Project Program Development Specialist'

\ Coordinate the total needs assessment programs

.- urriculum material ,

\\c
Coordinate Buddy groups anni compile written

..&

ordinate Enrichment Day #2. ;

Worn closely with media center personnel.

Oe written curriculum materials from interns.

Work T.4 th the IHE to develop courses.

Work with differe t departments to develop inter-
disciplinary meter als.

Help design a system or struchyre for involving f

students, interns, and teacheal in making written
contributions to Project Newspaper.

4
Supervise project,orientation activities.

Help plan 'total school inservice days.

_ -

Work closelY with Assistant principal in charge of

curriculum.

.0
I tern Team Leader

Coordinate And schedule intern program.

Work with IHE on intern courses.

Help integrate the interns into the total school pattern.

Buzz less ons.
is- k 1,

, t17 ; 4

-Help in,establishing, study and,skilI

=,,)A

f

4 .1

278
-0!
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University Coordinator

M

Act as university representative tserve rith
university approval).-

Perform tasks and functions set,, by university
with administrative and,pro3ect approval.

) -

Supervise intern teaching experiences.

Keep log of,n4Mber of hOurs interns need and receive
for state certification.

Devise.college credit courses for both interns and
inseyvice teachers.

0
Codrdinate and plan Edrichment Day #3:

Assist in testing and evaluationNprogram.
11.

Assist i'n plafining additiona% workshops or courses
requeSted throughout the project;

Pro t Sedretar

Perf tine clerical anci secretarial services

Help o coordinate and meet project communication
need . i" e

Work closelyith schoolee4etarial-staff.'
A A

. . _

,,. Produce;PrIoject,Newspaper wipx, help of total' kcaect
'staff, interns, cohtributing:teaherS, students,
staff members and with the assi tfince,of eoMmunity

,
and.pare t-volunteers.

7

.

279'
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Hypothetical Time, Line. Project Year I

N
N\

6 months

to

1 year

PREPARATION: - IHE PLANNING)

Pre-Proposa /Proposal /Acceptance

Proposal/Ap 14patiOit/Accepta'nce

Spring - SCHOOL COMMUNITY ADVISORY COUNCIL MEETS
HIRE PROJECT DIRECTOR/STAFF\*.
ORIENTATION'ACTIVITIES-.
SCHflOST PREPARES FOR TEACHER CORPS,
IHE MANAG

CNT..COURSE
(PROJECT PLANNING)

Summer U

DESIGN TESTING AND EVALUATION PROGRAM
SELECT INTERNS
IHE PLANNING

Fall

Early Winter
4,

SCHOOL COMMUNITY.ADVISORY'COUNCTL'MEETS
IRE COURSE #1
FOUR AND ONE GROUP SKULLS ASSESSMENT
STUDENT TESTING PROGRAM:11 (SKILLS)
TOTAL STAFF TNSERVICE DAY .

BUZZ SESSIONS. BEGIN
PLAN.ANUJOLD ACTIVITi DAY #1
BEGIN PROJECT NEWSPAPER
INITIATE §KILL AND STUDY CENTERS
SEVENTH PERIOD "CHOICE" ACTIVITIES
INTERNS;R9TATE DEPARTMENTS
,SUPPORTING` COMMUNITY ACTIVITIES

SCHOOL WIDE TEST FOLLOW -UP ACTIVI ES

Late Winter INTERN COURSEWORK .

IHE COURSEWORK #2 1

INTERNS ROTATE DEPARTMENTS
PROJECT NEWSPAPER CONTINUES
BUZZ SASIONS CONTINUE .

STUDY AND STILLS SEStIONS.CONTINUE
SUPPORTING MEDIA CENTER, ACTIVITIES

ENLIST AND TRAIN COMMUNITY" VOLUNTEERS

,Spring t., BUDDX SYSTEM BEGINS
ENRICHMENT DAY #2 -'

6SPECIAL WORKSHOP ACTIVITIES.
PUBLISH CURRICULUM MATERIALS
SCHOOL COMIC ITY ADVISORY COMMITTEE MEETS
STUDENT-SPON ORED CAM4S DAY ; .

EVALUATION TIVITIES
§CHOOL CO ITY ADVISOkY COUNCIL MEETS

JP
ummer PLAN TESTING PROGRAM /L2

SUMMER THE OPPORbJN/TES
PROJECT STAFF EVALUATES YEAR*
PLAN YEAR ,12

*c:

,r
227
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Hypothetical Time Line_,./Project/Year II

Early Winter

PROJECT NEWSPAPER CONTINUES'
SCHOOL COMMUNITY ADVISORY COUNL MEETS
TESTING ACTIVITY #2
BUDDY GROUPS DEVELOP CURRICULUM MATERIALS
'PUBLISH BUDDY GROUP BOOKLET, -DISTRIBUTE
BEGIN,PLANS FOR ENRICHMENT DAY #3
BEGIN COMMUNITY-HOME ACTIVITIES
CONTINUE INTERN PROGRAM -

CONTINUE INTERN ROTATION
1- CONTINUE BUZZ SESSIONS =

CONTINUE STUDY AND -SKILL CENTERS

TEACHERS BEGIN CROV-L-OBSERVATIONS
IHE OURSE #3
TEACHERS-DEVELOP OR-EXPRESS INT

DISCIPLINARY OR SECONDARY IN RESTS
ENLIST AND TRAIN COMMUNITY VOLUNT BS

CONTINUE PROJECT NEWSPAPER
SPECIAL PROGRAMS FOR PARENTS AND

COMMUNITY
' INTERN dbURSEWORK BEGINS.

IHE OBSERVATIONS .BEGIN

,Late Winter

f

e:

Spring

11

SCHOOL COMMUNITY ADVISORY COUNCIL MEETS
INTERNS SPECIALIZE,
INTERNS CONTINUE STUDY- AND SKILLS CENTERS
SUPPORTING MEDIA CENTER ACTIVITIES CONTINUE
.5WPP RTING COMMUNITY AND PTA'ACTIVITIE
SHO ASE/DEMONSTRATIONACTIV/TIES
ENR CHMENT DAY #3-(UNffiERSITY_

,IHE COURSE #4 't

PRO ECT NEWSPAPER corriquis
EV

4

LUATTWACTIVITIES CONTINUE
ECIAL'IN;SEkVICE ACTIVITIEd

_SKILL AND STUDY CENTERS CONTINUE
CONTINUE BUZZ',SESSIONS

INTE , TEACHERS FIELD TEST MATERIALS
PUB ISH MATERIALS DEV

!TEACHER COUR3EWORK
BEGIN EVALUATION/THANK

ACTIVIT;AS

r..1 21

EVALUATION PERIOD
SHOOL ST fl D

FLANS 1 -

RRICULUM DEV OPMENT IgCORPORATION PLANS
DIA

0

IN INTERN

OU/WIND DOWN-

INCORPORATICA

CENTER INCORPORATIN PLANS.
AN FINAL TESTING PROGRAM FOR ,FALL
LAN NEW SCHOOL-BASED TESTING PROGRAM

1

.

ao
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\
To be conducted or moderated by a steering committee'
member or a .team of embers. Participants bring their

rcopy of Othe prosa: to the BOUNCE
share their wrett*/ comments along with their teidtions.

Hypothetical, Make -Up of Boance Sessions

Each participant Is asked to anticipate how this_Teacim
Corps ,project 041d'affect his or hen., daily activi4es
and respone4-114fies.

BOUNCE #1: TheT,Gatekeeper

c' - the principAl
- the*principal's.staff.

BOUN5W#2:" The Media .Center Director

-.the media enter director'," , I

- the media center staff,.\
..

BOUNCE' S %ReprtstntatWe Schol!,Stalf Members

- a department4hairmaa
- represented* wom school,Humat Relations
- member of 'itudentlfaculty council
- school secretary

school head custodian .

-, teacher with long tenure on the staff
- newly trained and _certified, staff member

,

'

Committee

(,

STEERING COMMITTEE REGROUPS..MAK ANY
NECESSARY ADJUSTMENTS TO PROJECT. ROPOSAL.:

' INVITES MEMBERS OF THE ORIGINAL AI'S

DEVEL6PMENT,PaNNING COMMITTEE TO'ATTEND
TO LEAW.OF THE PROPOSAL'S COURSE.,

OUNCE Y4:

_-_member of school board
representative from community coup

- Superintendent of sch4lsOr de gpee
- staff-,.development helping teacher
- THE repregentatiyes

profegsional organizational
representative

BOUNCE

t.meetin for rents

- heads

. .

aid

representatives

community

ti
' 44"

r.
3

4 i)
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FINAL HYPOTHETICAL PRELIMINARY DECISION-MAKING PROCESS '

Steering Comiittee members meet, compare notes; re-shape
,the proposal if necessary, adds -changes, suggestions, and

, 4 alternatives. ',The' Steering Committee with the assistance
-.,,,, of the princpal plens for.the Consensus-Commitment stages

of the deCls,iontiaking process: Plans are made to present
.i the proposal WIthirt atmosphere of enthusiasm rather

i-
vw than guilt., The, Committee decides to give public (school)

z oucognition toAhose teachers or departments who lave .

/r. ;'individually'ort6llectively been teaching the basic' Sk
....

0'4. of reedingwritingcomputation and study in an inter-
-:.

disceiplinary fashion all along. A math teacher has-La unit

ru `..-""
'an,nutritiOnn English teacher uses Newton's Lawb'to; .1/4

"li. , expreinAramifIC-plots; a physical education teacher ,,t.aaches,
ly,,

etu0' (management) skills in baseball;-a shop teacher teaches'.
'iL litle students how to read and write(disections. ThO upbeat

..-
--4- approach.aliOng with a-frank admisgkon of weaknesses will

be used to'present the proposal 'in small and large group
meetings:

.4

onsensus-Commitment Plan and Process

The writing ,team prepares and distributes a two page .

..,.1)roposal Summary which includes arecap of the preliminary/
proposal process to all school staff membecs. Attached
is sist of names of all people who have Participated in .''''

j
the proposal process, The scrbe sends a copy of.the .

steering committee re oit,to ell BOUNCE participan s.,.
..., o;-:'4011 i (/

`Consensus StAdule

, Principe
Media sta figs

,' De p rtme tAta f, d scussioh; questions

Stan ing comm
kDep ttments an leve meet for discussions,- questions

r discussion, consensus
Delia tments meet;" or' consensus ',

TOta istaf6Atts for discussion ,-
-

,''PTA t o er parent up meets /or discussion, consensus
.

Ope hou oh is held any interested indfOidual within6
a co portent

NTotal st ff meets for Onsensus
..rot I st ff meets lfor ,evel of commitmenf and official

ittnent
l'

AI
Pro ect proposal ie t rned over 'to appropriate'individua,I
bes qualified to re- hape propos41 w th suggested chanit
to eat federal assis ance and Teach Corps criteria'an
requirements for form and format' of FesentatIon., .-1

1

i,'"
thi, er %- - -

f r cOserriu =-13oal: .Co itment
74niensus / ,

,

-,-44
1 I

4,

3

\'
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HYPOTHETICAL ppcomEs

The PTA supportS_projeot goals and:

forrt& a volunteer committee to plan,, organize,
implement and helpproduqe and All*taxitA the

Project Newspaper-'with eventual'

incorporation in 'the school curriculum development.
program after the project leaves.

p

Nrequests that Enrichment Day:actWties are planned,
- to coincide with PTA meeting,a4a-open house nights.

Parents rdceive an immediate and,gonveryient oppor-,
oe

tunity learn of project progress and to see exhibits.

the PTA, program committee plans a series of PTA
sponsored multi-media events for parents and teachers

; with aELAU,theme. Featured are programs on "How
to improve your reading' speed and comprehension ",

"How to oyercome your fear of writing",' "How to
"COMpute'WithAnd without a computer ",, and '31ow to

improve your decision-m4king skills in the face.

Lof over- choice='. Programs 'are on regular PTA \\

meeting nights.

The American Association, of,University. Women in coopera-

tion with the OommutAty -Council andthe Teacher Corps
pToject staff holds a Sertei,offree pen community
worksh wit the schOol on " hings a ut thinking you

never t ought to ask". All nterest staff. 'llembes,

stude t , parents and membe of t4 ommunity are

invi d to attend.

I -4t

As a esult of.44-cussio S on t e su,stit to syndrome

raised, through the BOUNC sessio uss and Wthej.
project proposal decision-makitg\proc sO, the Teaciler

Corps project staff conducts a two.rpaxtworkshop on
substitute teaching. Goal: Develop,ond-page guidelines on:

'7 substitute teicih ng survival techniq es.

how.to piepare f and use a sUbstit:a

Patticipants ate teachers, egukar subsatite teachers,
and interns. ,//

4

..414
4 , " ' .,.., ,

.*************** i
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